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Introduction 


The needs of people in the congregation are always with you 
as a pastor—couples trying to make marriages work, parents 
with teenagers on drugs, men and women coping with alcohol- 
ism, older people with terminal illnesses, and elderly couples 
having to move. 

Looking at the community where you serve adds to the 
human needs you see. These may include conflicts over political 
issues, environmental problems in the community, discrimina- 
tory practices, or a local mental health program struggling to 
survive to help many forgotten persons. 

Listening to the radio, catching the evening news, or reading 
the morning paper only reminds you of important world needs. 
Technological innovations that eliminate and create jobs, ten- 
sions between nations, and countless refugees struggling to sur- 
vive are a few. In your life as a pastor there are more needs than 
you can address. 

You experience a dilemma. There is the awareness of a bibli- 
cal and theological consensus to help laity serve those who have 
these needs. Every day people turn to you expecting help from 
the church. You feel overwhelmed. You are aware of the com- 
mitment, knowledge, and skills of the laity. How can you bring 
the needs of people and the resources of the laity together? How 
to do this is what challenges you. 

This book seeks to provide some answers. However, these 
answers will be limited to the concern of how to develop a 
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corporate ministry of the congregation. By this I mean a ministry 
to others that becomes one of the programs of the congregation. 

It is impossible to consider even a few ministries in any detail. 
Therefore I will concentrate on generic issues that most lay 
ministries will face. The book's objective is to help busy pastors 
by providing them with guidelines and questions that will be 
useful in most settings. The ministries and results will vary. 
Some will develop child care centers for working parents. Oth- 
ers will establish a program to aid teenage runaways. Some will 
work on a state gambling referendum, and some will work with 
a network of people across the world on environmental issues. 
You may work on a different need. The premise of this book is 
that guidelines exist that can aid most service ministries. 

There are no few easy steps that can be given. Instead, there 
are ways to use limited time and resources effectively. 

This book has a modest purpose. It will suggest specific ways 
to integrate this task with your other pastoral duties. You will 
have to commit time to this responsibility, but it will be time 
well spent. 

Helping laity to help others is a significant ministry. You will 
never be able to do all you would like to do. Your hopes will 
exceed your achievements. Nevertheless, your ministry, linked 
with others, can be seen as one way the will of God is at work 
in the world. 

Eight concerns will be examined in this book. In your experi- 
ence of ministry they will not be neatly separated. We look at 
each separately for ease of examination and future reference. 


Spiritual preparation | 
Establishing a positive congregational climate 
Preparing to help laity help others 
Discovering the needs that can be met 
Developing a realistic and challenging ministry 
Recruiting and training laity 

Creating the appropriate organization 

Paying for the ministry 
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In 1966 I was given the opportunity to act on my theological 
conviction to help laity help others. I heard many saying I ought 
to do it. Others told me what to do. None told me how. 

What follows is the result of reflecting on that eleven-year 
experience to discover what would be true for any ministry. 
These results have also been tested with pastors working on 
doctor of ministry projects in many settings and on diverse 
needs. They work! 

I assume you believe that helping laity help others is impor- 
tant to your ministry. I want to assure you that it is possible for 
you to achieve this, and I believe the suggestions that follow will 
contribute to the realization of this in your ministry. 








Helping Laity 
Help Others 








Spiritual Preparation 
of the Pastor 


A congregation's ministry to serve others can only reach its 
potential with committed pastoral leadership. 

Therefore, to ask you about the maturity of your spiritual life 
is not an invasion of your privacy. Instead, it acknowledges that 
your spiritual health is a significant resource for effective lay 
ministry. 

This is a profound theological concern which poses some 
soul-searching questions. 


Will I have the theological hope to go on when a lay 
service ministry to others does not do all that I planned? 


Can I be sustained by a conviction that faithful service 
counts for more than the numbers of people served? 


Is it possible for me to value the ministry of service when 
it is dismissed by the experts of the world? 


Am I willing to commit the time required to help lay- 
people help others with all I am called upon to do? 


Do I trust God's promise that if I am faithful to a vision 
of laity serving others it will bear fruit? 


Is it possible for me to be content with helping laity who 
will receive the satisfaction and recognition of having done 
the serving? 
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This task of ministry probes to see if your faith is vital, 
mature, and growing. Wrestling with these questions will be 
unavoidable but at the same time will be very beneficial. 


What Will Keep Me Going? 


When you are excited about a new ministry, when people 
respond to the possibilities of serving others, and when you see 
results of a ministry in the lives of individuals, you are able to 
keep going. These experiences are a “spiritual high" which give 
you needed energy. The test of your spiritual maturity will come 
when you do not have these experiences. What inner spiritual 
resources will you be able to draw upon to sustain you then? 

There are the traditional answers. The ministry of Jesus. 
Christ provides encouragement. The memory and the reality of 
our call to serve Christ can be a source of developing a quiet 
resolution to go on. The disciplines of Bible study, meditation, 
and prayer do nourish. The need of others may continue to elicit 
your compassion and commitment. All of these have one thing 
in common. They help you to view your ministry from a wider 
perspective than from just your personal feelings and experi- 
ence. They remind you that a failure to nourish your spirit 
because you are too busy helping others will be self-defeating. 
You will risk losing touch with the resources you require when 
you run and grow weary. 

There are other resources that can help you to go on when 
things do not go well, such as habit, doing your job, or fulfilling 
your obligations. A sense of duty or a refusal to admit defeat 
may generate a tenacity to help you continue. These reasons 
may not be the most satisfying. If they help, they should not be 
ignored. Commitment to help laity serve others is evaluated by 
fidelity to our labors and not by the barometer of our feelings. 

Your understanding of faith will help you to realize that even 
experiences of despair, discouragement, and defeat can be ave- 
nues of spiritual growth. These experiences which demonstrate 
your weaknesses and limitations can make you aware of your 
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dependence on God's help and can make you receptive to it. It 
will remind you that the effectiveness of your ministry is in 
God's hands. 

You will have to forge your answer to the question, What will 
keep me going?" No one answer will serve all of the time. 
However, answers can be found that will sustain you. Experience 
dictates that it must be more than your feelings, the response of 
the laity, and the ministry's effectiveness in serving others. These 
are too unreliable and unpredictable. You will have to remain in 
touch with the reliable and predictable availability of God's 
promise to sustain those who are called to serve others. 

In speaking of a white congregation's ministry in a nearby 
inner city, a black woman observed, “I have seen people and 
programs come and go, but after eleven years these people are 
still here serving." This insight is instructive. What she noted 
was that “these people" had some inner resource that had en- 
abled them to stay and continue to work at a difficult assignment 
and help people. What these laypeople and their pastor had that 
enabled them to keep at it was a commitment to Christ. Their 
capacity to keep going was a significant witness. 

To be able to keep going while helping laypeople help others 
will require more than activities, though they be many, or suc- 
cesses, though they be great. In the words of Isaiah, “They who 
wait for the LORD shall renew their strength" (Isa. 40:31). In 
the end it is this waiting which will enable you to receive the 
inner resources that will be needed to begin and to continue the 
task of helping laypeople help others. 


Defining the Effectiveness of a Ministry 


You, no doubt, believe you should be faithful first and suc- 
cessful second. At the same time, you need to know how the 
ministry is doing. There is a concern on your part that to ask 
this question is to capitulate to cultural norms. To ask if lay 
service to others is effective does not have to be incompatible 
with your faith. 
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Numbers are important indicators of an effective ministry. 
One only needs to note the frequency of questions such as, 
“How many?” “How much?” or “How often?" We served one 
hundred meals to shut-ins. This year we raised twice as much 
money to send inner-city children to camp. Our telephone hot- 
line helped 63 percent of those who called to get emergency 
aid. You, along with others, pay attention to numbers. They 
provide answers to help ascertain whether a ministry is reach- 
ing and helping people. Responsible stewardship of limited re- 
sources will require you to ask if resources are being used 
wisely. 

Many resources may be committed to help one person leave 
prison and make a new life or for one refugee family to resettle. 
Here the numbers will seem small. In these two cases the results 
can justify the investment. Numbers provide one way to help. 
measure effectiveness. They are never the sole criterion. 

Everyone wants a quality ministry. The problem is how will 
the quality of a ministry be determined. Answers will be subjec- 
tive. The core of this subjectivity—yours, the laity's, those 
served, or an observer's—is often unarticulated expectations. 

A. pastor, for instance, decides that because of the large num- 
ber of corporate executives in the congregation a series of meet- 
ings with them to focus on their ministry in the life of the 
corporation is a way to help them help others. The pastor also 
hopes they will see the church's ethical concerns as valid and 
not naive. The laypeople want their pastor to become more 
knowledgeable about the constraints they face. To obtain an 
adequate appraisal of whether this ministry fulfills everyone's 
expectations is not easy. If one of the pastor's goals is to gain 
an appreciation of what the laity face in trying to help others 
and this takes place, the pastor will give a high rating to the 
effectiveness of this effort in terms of quality. 

When you seek to answer the question of quality, it is less 
precise. In the above example the question of quality could also 
be appraised by the fact that lay attendance at the discussions 
of corporate responsibility did not fall off. Continued lay attend- 
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ance would indicate the laity thought they were benefiting from 
it. By defining ways to answer the questions of quality you avoid 
the spiritual malaise of thinking you could always be doing 
better than you are. 

These questions will be important because they are indicators 
of effective caring. You need to know how you are helping and 
how helpful you are to others. You need to know this for your- 
self as a pastor. You also need to know because the laity will 
want and need answers, too. Your motivation is not to receive 
praise but to check effectiveness. We count because we care. We 
measure because we want to help. 

No matter how well you do, you must accept the fact that 
your ministry is never adequate. You will experience a sense of 
having fallen short. Here you are engaged in a spiritual struggle. 
You may lower your sights so you will not feel you are failing. 
This would be to base your ministry on works. Another option 
is to acknowledge that you still need God’s grace even when you 
are effective. You must live from God’s grace on your best days 
as well as your worst ones. It is to know that you will seldom 
be able to say, “Today I did it." But you can say: “I did my best, 
Lord. I know it is not all that you want or I want. Yet I trust 
your promise that you accept this ministry and you will use it. 
Lord, I will be back tomorrow.” What began as a question of 
the ministry’s effectiveness stimulates dealing with the intro- 
spective spiritual concern of the pitfalls of pride and despair. 
This can lead to a new discovery of the reality and practicality 
of grace in your own life. 


Am I Able to Share My Ministry? 


The biblical theological consensus about the ministry of laity 
serving others has not completely permeated the consciousness 
of the laity. Many laypeople feel they lack a call, training, and 
authority. They help others, but this is not viewed as ministry. 
Some laity believe the pastor is paid to do this. Where ministry 
is still perceived as what a pastor does, it is a challenge to share 
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the ministry dimension of helping others. 

There is a realism in lay perceptions. Laity realize they need 
help with biblical and theological understandings, and training 
in particular skills. Aware of the limitations of their time laity 
know that there are constraints on what they can accomplish. 
In addition, laypersons are all too aware that those they help are 
appreciative, but they do not always see what they do as being 
ministry. A pastor does that. You cannot ignore these concerns, 
but have to work on some and around others. 

It is ironic that at a time when there is a greater acceptance 
by clergy of lay ministry we confront a knowledge explosion 
requiring more specialists, which works against lay efforts in 
many areas of life. Any ministry you seek to develop will con- 
front a body of knowledge and a group of experts which call into 
question how much help a group of amateurs can provide. These 
concerns cannot be dismissed, but they need not intimidate you. 

Your church, for example, may want to create a program to 
help juvenile first offenders. There are many professionals work- 
ing with these youth: judges, lawyers, parole officers, social 
workers, and counselors. It is not just a question of religious 
novices invading the turf of professionals. Those who work with 
these young people want to see them helped. They may not 
question your motives, but they may not trust your abilities. 
You do have an obligation to learn from the professionals be- 
cause you agree completely with the goal of helping youth. At 
the same time, you can affirm the gifts the laity can contribute. 

There are inner blocks which will hinder you from sharing 
your ministry. Your ministry to the dying could be an example. 
You may believe, for legitimate reasons, that laity cannot do 
some tasks. Laypeople may lack time, ability, or credibility. You 
may judge that the needs of some people cannot wait until the 
laity are able to help. You could use these reasons to avoid 
training laity. It is important for you to ponder the question, “‘Is 
the issue the laity’s ability, or is it my inability to surrender this 
ministry to someone else?" 

A lay ministry to others may seem desirable when the task 
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required is one you do not enjoy. It may be more difficult to start 
a lay ministry in an area you enjoy and do well. You may excel 
in working with those going through grief. Training the laity for 
such a ministry may hinge on the strength of your desire to work 
with those in grief. This is a very human trait. You have to 
inquire whether there is a correlation between your likes and 
dislikes and the lay ministries you want to begin. 

There may be a reluctance on your part to ask laypeople to 
serve because you fear they may say no. One way of coping with 
this fear is never to ask. “Can I really train laity to serve oth- 
ers?" is another concern. Doubt about your ability to train them 
may block the development of a needed ministry. A very per- 
sonal issue is whether you are willing to trust the laity. This may 
vary from your insecurities to the realization that laity will be 
working with people who are hurting and in need of competent 
help. These questions can only be confronted in self-examina- 
tion. This inner exploration can help you see if the problem is 
with the laity, with those being served, or with yourself. The 
good news is that if you discover you are the problem, you can 
do something about it! 


The Burden of a Vision? 


The chance of developing a lay ministry to others is possible 
if you have a vision. It does not have to originate with you, but 
you must make a commitment to a vision if a lay ministry to 
others is to be developed in your congregation. 

Having a vision is not a mass experience. It is usually a 
lonely one. You see needs many do not seem to notice. You 
may have a vision of a ministry to help battered women. Your 
vision, however, is evaluated not by new possibilities but by 
old perceptions. Your vision is greeted by skepticism even 
when people believe the realization of the vision would be 
beneficial. To be held responsible for the realization of this 
vision seems unfair. It is easier for you to say, “The laity did 
not see," than to confess, “I did not enable them to see." 
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There is no doubt you may resist this. You do not have con- 
trol over other people's responses. Laypeople are free to reject 
the vision. In your heart you know this does not relieve you of 
the responsibility to have, to share, and to work for a vision of 
ministry. This is the burden and the challenge of your labors 
as an institutional leader. 

Visions take time to realize, and therefore require patience 
and persistence. For that reason these two questions always 
have to be asked: 


How long will it take to translate this vision into a func- 
tioning ministry? 


Will I be here long enough to be the midwife for this 
vision? 


Depending on the need, it can take from two to five years to 
move from a vision of service by laity to a ministry in full 
operation. Because of this fact, there is often an understand- 
able hesitancy on the part of the laity. It is based on the very 
realistic assessment of whether or not their pastor will be with 
the congregation long enough for the vision to develop into a 
ministry. When the laity ask if you will remain long enough to 
nurture the vision to life, they are being very pragmatic. 
Should your answer be no, it would be better not to start. If 
your answer is yes, then it is appropriate to proceed. 


Am I Prepared to Wash Feet? 


The image of ministry as servant has a long history and a 
biblical basis that commends it. This has not always been the 
dominant option. The herald image sees the pastor as a preacher 
of the word, with the laity as the hearers. The sacramental image 
views clergy as celebrants and laity as recipients. In the twen- 
tieth century the servant image that sees the pastor as one who 
helps the laity help others has gained prominence. 

This theological shift can bring psychological and spiritual 
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difficulties to its most faithful adherents. It is no easier for you 
to conform to this image than it was for the first disciples. That 
it is biblical may not make it easier. It may mean it is more 
difficult because it cannot be easily dismissed. 

You acknowledge the gospel's claim on your life. So when 
you make sacrifices, seek to keep your own needs under control, 
work to give yourself for others, and then are not appreciated 
or respected, you may have to struggle with anger: anger at 
others, at yourself, and at God. After all, it is certainly reason- 
able for you to expect that your efforts deserve a word of appre- 
ciation. 

A pastor had labored long and hard to involve laypeople in 
seeking open housing in a suburb, with some success. Then in 
a meeting he was accused of being racist and not doing enough! 
No word of appreciation was spoken. Those who rejected him 
did not even ask what had been done. He wanted to walk away 
from it all. In the depths of his heart he knew that the spiritual 
struggle about being willing “to wash feet" was at hand. 

You do have skills, knowledge, and wisdom to help laypeople 
help others. They may be perceived by others as idealistic, naive, 
or out of touch. That does not mean you are wrong or unrealis- 
tic. You may feel resentment when this happens. You may 
wonder what has been gained in standing for a point of view and 
being ignored. Bitterness can capture your heart. Then you may 
ask, “What have I gained if obedience to a vision of laity serving 
others leaves me resentful?" Coming to terms with these feelings 
is tough! These moments bring home to you the awareness that 
your spiritual struggle is with principalities and powers within 
as well as with the forces of self-regard in the world. 

Many have tried to discover a contemporary image that ex- 
presses some elements of the biblical servant image. One that 
has been used is that of coach, the one who serves the players 
by preparing them to play the game. Some ministers have 
wanted to modify the image to that of player-coach. It is never 
easy to give up the excitement of being the doer of ministry. The 
dominant issue here is not who will get the credit. Good coaches 
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and good pastors both get credit. What you may miss the most 
is the action, the ministry. In the end, however, the problem is 
still spiritual. It is the issue of obedience to your call to help laity 
help others. 

The question of your willingness “to wash feet" is not only 
a call for you to express your faith. It also stimulates the devel- 
opment of your faith. This is neither easy nor automatic. It will 
goad you to grow. It will drive you to seek the help of others. 
It will invite you to seek God's guidance and strength. Your 
spiritual development can be one of the benefits from seeking to 
help laity help others. 

At times you will feel completely drained, at other times 
enriched. In the end the task of helping laity help others will 
give more than it requires. There will be difficulties, but in time 
you will discover that your efforts will be personally rewarding. 
because the difficulties will be surmounted and they will have 
stimulated a maturing of your faith that could not have come 
to you without them. 

The creation of a ministry to help laity help others means you 
must begin by engaging in self-examination. Inner wholeness is 
a prerequisite to outer effectiveness. Before, during, and after 
assuming the responsibility to help the laity, you will have to 
look within and come to terms with yourself over and over 
again. As long as this struggle is in process spiritual growth will 
be stimulated. What you first perceived as a task of ministry 
will, at the deepest level of your life, be experienced as a real 
spiritual pilgrimage. 


2 


Creating a Climate 


for Lay Ministry 


You can create a climate to encourage laity to serve others 
with a minimum of extra effort. Your place in the local church 
provides a unique opportunity to orchestrate a positive climate 
for lay ministry. It is not always necessary to do new things. 
Instead, you can use the time you already spend on worship, 
preaching, learning opportunities, and the administration of the 
church to accomplish the goal. 


Worship That Celebrates Lay Ministry to Others 


Using worship to create this climate can be the easiest and the 
most difficult thing to do. It is easiest because you are in charge. 
It is difficult because you know that people do not like too many 
changes too fast. You need to move at a pace that will allow the 
laity to make the necessary psychological adjustments. Not all 
changes will mean doing new things. It may mean doing old 
things in new ways. 

Hymns can play an important role in the spirit of the congre- 
gation. Luther's “A Mighty Fortress Is Our God" is good when 
your ministry is encountering difficulties. “A Charge to Keep I 
Have" from Wesley's pen can remind laity that they serve be- 
cause of Christ's call and not people's responses. When things 
do not seem to be going as planned, Cowper's “God Moves in 
a Mysterious Way" may reinforce a trust in God's providence. 
Those who are not sure about the social gospel may hear a call 
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to serve in Washington Gladden's fine hymn, “O Master, Let 
Me Walk with Thee" or Frank Mason North’s “Where Cross 
the Crowded Ways of Life." 

People like to sing hymns they know. After examining the 
hymnal to determine which hymns could be used, you should 
meet with the organist, the music committee, and a few laypeo- 
ple to review these hymns. There will always be some excellent 
hymns you would like to use that the congregation does not 
know. Select a new hymn each month. The story of that hymn's 
origin can be shared and the hymn can be used as special music 
the Sunday before the congregation sings it. Arrange to keep 
records of which hymns are used to avoid frequent duplication. 
This way the congregation can sing itself into ministry! 

The use of the Bible in worship offers another opportunity to 
enrich the awareness of lay service to others as part of the 
church's ministry. In a year there will be many texts that speak 
to the ministry of serving others' needs. The theme of loving our 
neighbor is central in the biblical record. The exodus saga deliv- 
ering Israel from slavery to freedom, the giving of the law that 
protects all, the prophetic critique of injustice, the word of hope 
in the experience of the exile, the expectation of a messianic 
deliverer, the ministry of Jesus, Jesus' calls to discipleship, the 
caring for the poor and weak in the early church, the detailed 
discussions of the Christian life-style in the epistles, and the call 
to be faithful when persecuted in Revelation all relate to this 
motif. The Scripture lessons could be introduced in a way to 
point the hearer to this service dimension in the text. 

Prayers offer a way to support lay ministry. Congregationa, 
prayers can direct attention to the needs of others and to those 
Who seek to meet these needs. These prayers should be very 
specific. For example, in addition to praying for all the hungry 
in the world, you can pray for those who face hunger in your 
community because they have no work. Your prayer can relate 
to a halfway house for the mentally ill in the neighborhood. The 
fears that those who live there might harm community residents 
or someone in the community might attack those in the halfway 
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house. The feelings of being uncomfortable with those who live 
there, not being sure what to do, and the uncertainties of what 
God is calling us to do can be expressed in this prayer. These 
times of prayer can help all to hear God's call and discover 
God's will. 

. Announcements offer a place to share concerns for others. 
Have foster parents share with the congregation their ministry 
to a child who needed help because she could not live at home. 
With some imagination, announcements can help create the 
climate for ministry to others. 

Special services are appropriate. You could commission lay- 
people for ministry in a health clinic or celebrate the anniversary 
of the church’s ministry with a “gamblers anonymous" support 
group. Since many church meetings begin with worship, it 
would be possible to include times when they remembered the 
congregation's lay ministries to scouts, shut-ins, or other special 
ministries. You can ask laity who are involved in these to create 
worship services with you for congregational use. This would 
help those engaged in the ministry to see the relationship of their 
service and worship. It could also remind the congregation that 
its ministry to others is a response to worship. 

You could invite laity to prepare for and participate in the 
leadership of worship. Being asked to write or offer a prayer, 
read a Scripture lesson, or make an announcement that will 
address the needs of others that the congregation's ministries 
serve can help laity see this service in its faith context. 

Worship is the center of a congregation's life, and it is here 
that individuals will be able to discover God's personal call to 
help develop and support a lay ministry which helps others. 


Sermons That Inspire Ministry to Others 


After serving as a pastor with the responsibility of preaching 
every Sunday, I joined the staff of a church where my primary 
responsibility was helping laypeople to create and carry out 
ministries to others. I was no longer preaching every week. I was 
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again a hearer of the word. I discovered something important 
about relevant preaching. The proclamation of the gospel is the 
most basic way for sermons to create a climate that inspires 
service to others. The gospel has the power to remind hearers 
of their gratitude for God's love in Christ and to invite them to 
continue Christ's ministry of serving others. This seems obvious, 
but because of a concern for others, preaching can shift to telling 
people what they should do instead of reminding them of what 
God has done. 

The experience of the laity will shape the form and approach 
of the sermon. If the laity in the congregation stand outside the 
decision-making process in the world, they may have little confi- 
dence that they can influence the course of events. This may be 
the case for churches in inner-city neighborhoods, depressed 
communities, declining rural areas, or non-English-speaking 
congregations. In these settings the sermon needs to stress the 
promise that God cares, and that their labors to help others are 
not in vain. Congregations in middle-class suburbs or economi- 
cally affluent areas where the laypeople are those who exercise 
power and make decisions that shape the life of governments, 
business, institutions, and the community will need to hear that 
God calls people with power to be responsible for shaping the 
world so that the needs of the powerless are not ignored. 

Both of these stances have biblical precedents. The issue with 
which you will struggle is how to take the experience of the 
hearer seriously. This will not dictate what the gospel is. How- 
ever, it will help you to develop sermons that relate the gospel 
to where you are so your laity can understand it. 

It will help if you involve laity in sermon preparation and 
feedback. Many pastors have done this. In sermon preparation, 
one approach would be for you to invite six to eight laypersons 
to meet with you to discuss the texts for the sermons two or 
three months in advance. You could use the lectionary or select 
passages to be read. The laity could read a short book or a 
section from a longer book in the Bible and identify texts to be 
used for sermons. 
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What is most helpful is to meet with the laity. This provides 
you with an opportunity to discuss the texts, to hear concerns 
of people, and to ask what needs these texts invite you to remem- 
ber, to share, and to consider as ministries for others. If you did 
this each year, then you could share the results of these conver- 
sations with your congregation. There will be receptivity be- 
cause of the lay participation. 

Feedback sessions are helpful. Too often what you preach and 
what the laity hear are not the same. Therefore, when a sermon 
focuses on a need of people, a new ministry to others, or on the 
role of the laity in meeting these needs, a feedback session is a 
good plan. You may or may not want to be present. It would 
help if you were present to hear, to respond, and to clarify. 
There may be times you should be absent. When the issue in the 
sermon is very controversial, the laity may only feel free to 
express their positions if you are not there. If you agree not to 
ask who expresses points of view, it can give freedom for people 
to speak while preserving your relationship with them. Feed- 
back sessions are ways to promote communication. As long as 
you can keep from being defensive, this process can work. 

Illustrations in sermons also help. Volumes of statistics or 
predictions of calamities do not inspire. The stories of people 
with needs or of laity serving these needs do inspire. Laypeople 
can relate to the story of a stroke victim who is able to live at 
home again because of many hours of lay help with the neces- 
sary therapy. Telling of a church’s ministry when a forgotten 
older person was discovered, his house repaired, financial help 
arranged, allowing him to live in his home with dignity in his 
remaining years, makes service to others come alive in a way 
that statistics never can. 

Stories, of course, must be used with care so that the privacy, 
dignity, and self-respect of people is not disregarded or dam- 
aged. If a story is to be used, you will need to obtain the person's 
permission or change the names and places to protect a person's 
privacy. Should there be any serious doubt that the use of the 
material would harm someone, the story must not be used, no 
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matter how appropriate or effective it would be. 

Since the sermon is so central in the life of the congregation, 
it offers a unique way to create a climate for ministry to others. 
Already one of your major tasks, it offers a viable way to share 
a vision of lay service to others without imposing inordinate new 
demands upon your time. 


Learning Experiences That Nurture Ministry to Others 


The educational program will, of course, be concerned with 
more than the specific ministry a local church is considering or 
doing. At the same time, the educational program can use a 
ministry of service to others in its curriculum. You can make 
an important contribution to the role that educational oppor- 
tunities can have in creating a climate of lay ministry to others. 

It needs to be noted that the suggestions that follow will focus 
on adults. This does not mean you should exclude children or 
youth in educational planning when considering the congrega- 
tion's service ministries. Because of the limited space of this 
book, suggestions will be primarily applicable to adults. 

Whether you or another staff person manages the educational 
program, you will need to use imagination and also encourage 
the laity with whom you work to use theirs. 

One approach is to create short-term studies or projects that 
can help laity discover the needs of others. Assume that you 
became aware of a housing problem in the community. How 
could this need be integrated into the educational program of 
the congregation? Books could be placed in the church library 
for reference. Classes, forums, and short-term discussion groups 
could be created with members and experts invited to serve as 
leaders or resource persons. A field trip could be set up to visit 
housing in the community that needs attention or to visit pro- 
grams in other communities that are working to solve a similar 
housing need. You could go with a few laypeople to visit persons 
who need improved housing. Laity could report back to groups 
studying the housing need. There are often conferences on most 


Creating a Climate for Lay Ministry 33 


issues a service ministry would be addressing. You or some of 
the laity could attend and take part in workshops on the housing 
needs being examined. The contacts made at the conference 
with other people working on the same housing needs would be 
beneficial. A series of public meetings could be planned for the 
congregation that would bring in several people over four or five 
weeks to discuss the housing need from their perspectives. In 
some instances you might use all of these methods or only some 
of them. This approach may never go farther than being an 
educational program. However, if it leads to a service ministry 
in housing, it will have helped prepare the climate for that to 
happen. 

Every congregation has several networks that are informal 
communication systems. They function with various degrees of 
accuracy. For this reason you will want to involve representa- 
tives from as many of these networks as you can. What you will 
be doing is to utilize the grapevine effect of these informal 
networks. Any new service program will be discussed in the 
many structured and unstructured groups in the church. Involv- 
ing representatives of these special networks in various learning 
experiences can ensure that in most of the informal exchanges 
taking place in a congregation someone will be present who is 
aware of the needs the ministry is seeking to meet and has 
accurate information which can be shared. 

A great deal of research has been done in recent years on how 
adults learn. It is helpful to draw on insights from this work. 
One thing you could do is to talk to those involved in adult 
continuing education in order to find out how adults learn. A 
telephone call to a denomination's educational resource person 
or a nearby theological school will provide information on cur- 
rent literature in the field. The writings of Malcolm Knowles are 
considered basic in the field of adult learning and are worth 
investigating. Copies of his writings may be available in the 
community library, or the library staff may be able to obtain his 
books on loan. 

Insights from this research remind us that adults learn best 
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by firsthand experience, problem solving, and through discov- 
ery. You need to remember that your many years of formal 
education had a pattern of moving from theory to practice, 
whereas many laity learn by moving from experience to theory. 
As a rule, laity are more likely to start with an issue or a special 
problem, such as the house repair needs of widows in the com- 
munity, and seek to discover what can be done rather than 
starting from a more general theoretical discussion of housing 
or widows. It is better for you to change your approach than to 
force the laity to shift gears. 

Do not seek to guide the laity toward your own preconceived 
solution. It will have the unfortunate consequence of blocking 
insights from the experience the laity bring to the need being 
explored. Likewise, it will hinder the emergence of new creative 
solutions that can happen only if you remain open to options 
other than your own. 

By having patience to wait, you will create a climate that 
supports a ministry of service to others and generates more 
effective ways of carrying out the ministry as a result of this 
input. These educational approaches will help contribute to the 
laity's ownership of the service ministry. 


Administrative Practices to Encourage Ministry for Others 


Creating an effective lay service ministry to others is a politi- 
cal process. At its best it seeks to gain endorsement through a 
consensus-building process. Since this takes time, it will require 
self-discipline from you and from the laity working with you. 

This means you will need to have many one-to-one conversa- 
tions with laypeople to sow seeds, to take their pulse, to discover 
their questions and problems in order to begin a significant lay 
ministry to help others that will be supported. This lays good 
groundwork. 

Pastoral calling can play a key role. You will discover past 
experiences of which you were unaware and which could have 
an impact on a new ministry. One pastor met resistance to the 
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idea of the congregation buying property for a service project. 
In a conversation several months later she learned of an unpleas- 
ant experience the church had had twenty years before with a 
property it had owned. That hidden history was the problem, 
not the proposed project. 

It will help you to hear in private conversations the legitimate 
concerns of laity. It may be the only way you hear of some 
concerns. These are not ways people drag their feet or oppose 
helping others. Their concerns will be crucial for the ministry, 
too. By discovering them early you can do something about 
them. 

You need to know who must be involved in the decision to 
start a lay ministry. The formal congregational decision process 
is usually clear. However, there is often an informal process. 
Laypeople whose judgment, wisdom, reputation, and power can 
influence a decision cannot be neglected or overlooked, whether 
they are involved in the formal structures or not. Their endorse- 
ment is needed. It may not be forthcoming if they oppose the 
ministry because of a conviction that it was not well conceived 
or they were not consulted. Laypeople are genuinely pleased to 
be asked what they think and feel. After all, it was their church 
before you came and will be their church after you leave. 

The administrative process of developing a lay ministry to 
others will have to move to the formal decision-making proce- 
dures in the administrative structure of the church at some 
point. How you help this to happen will be crucial. 

It is important to avoid surprises. You and a few laity may 
become concerned about the need for tutoring and after-school 
care for grade-school children of working mothers in the com- 
munity. It is a real need. If a new program for the need is 
presented one evening to the appropriate administrative body 
for approval with no advance preparation, those who are asked 
to decide will only feel they are being manipulated. In that case 
strong resistance should come as no surprise. 

It would be prudent to begin by asking for a study group to 
be formed to report back in one to three months. Using the 
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above case as an example, you could include in this study group 
people with a background in education, child care, social work, 
and, if possible, some working mothers. This initial request 
poses little threat to an administrative body. No decision is 
being made that involves a long-term commitment. If the study 
discloses a need, the next step would be to propose creating a 
task force to design a pilot project. This assignment may be 
given to the study group, with some new people added, or it 
could be given to an entirely new group of people. It can take 
from one to three months more before a proposal can be submit- 
ted. Once the design with the costs is developed, it would be 
possible to request authorization from the appropriate adminis- 
trative bodies for a pilot project that would take from one to two 
years. 

A pilot project gives valuable time to refine a ministry from 
limited experience. If the pilot project is effective, it is very easy 
to adopt it as a permanent ministry of the church. If the pilot 
project does not work, it can be redesigned and extended or it 
can be terminated. 

This process may seem to be long and involved. It could take 
from one to three years. However, this process accomplishes 
two things: it develops a way to explore the needs of others and 
it helps find creative ways to meet those needs. 

Lay ministry must be carried out by the laity. This has im- 
plications for an administrative process that cannot be over- 
looked. Because the laity must understand the ministry, own the 
ministry, and do the ministry, you cannot prescribe or dictate 
exactly what this ministry will be. You can only nurture, en- 
courage, and support the process of creating the ministry. Your 
activity will be directed toward encouraging laity to embrace a 
ministry to others. The benefit of this approach is that through 
lay involvement the ministry will take on its own life and may 
outlive your tenure. 

Your efforts to create a supportive climate for laypeople to 
serve others will seek to maximize the various ways people can 
participate—from prayers to direct service. Not all of the needs 
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that you discover can be met. The church will not be able to 
undertake some of them for various reasons. Others that are 
begun may have a short life. A few will grow and thrive. There- 
fore, in the long run the most significant long-term results may 
not be the ministries themselves. Instead, their collective contri- 
bution will be to create a climate in which laypeople are invited 
as well as challenged to help others through various congrega- 
tional ministries. 
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Equipping the Pastor 
to Equip Laity 


It is impossible to be able to focus on every human need, but 
as you assist the laity in helping others you will discover oppor- 
tunities for personal growth. This makes the task of ministry 
stimulating. The laity will expect you to help them define their 
service theologically. This makes the task of ministry satisfying. 
You will have an important role in preparing laity for a specific 
ministry that involves the best in theory and in practice. This 
makes the task of ministry fulfilling. 

While much has been written on the responsibility to equip 
the laity, little has been written on your preparation to do this. 
It is to this concern that we now turn. 


Creating a Theological Rationale for a Ministry 


Laity will want your help as they seek to understand helping 
others biblically and theologically. You will encounter a variety 
of theological understandings. It is best to identify these points 
of view from the beginning. Lay theological understandings will 
affect the way the laity respond to every issue that will emerge 
in the creation of a ministry to others. The basis of a disagree- 
ment on a method may really be an expression of theological 
differences. If these positions are not known, you may miss the 
fact that the real source of a conflict is theological. 

A very dramatic instance would be in a ministry related to 
abortion. Beyond the positions for or against abortion will be 
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issues of the meaning of creation, guilt, and forgiveness, and the 
possibility of people changing and making a new beginning 
which faith calls grace. Theological concerns are also present in 
issues not as dramatic as abortion. All require theological reflec- 
tion prior to programmatic development. 

Laity will want help in exploring why they should do this 
ministry, how their ministry fits into God's plan, and how they 
can interpret it to others as an act of faith. They may not use 
your theological language, but they will be struggling with basic 
theological issues. Their questions will require you to articulate 
your theology of a service ministry. It will require you to break 
new theological ground as you relate your theology to a particu- 
lar human need. A vital theological rationale will be the one you 
work out for and with the laity. 

Your laity will not always accept your theological rationale. 
Nevertheless, they will still expect you to be their primary theo- 
logical resource. Your sharing, therefore, will provide one way 
to contribute to their spiritual enrichment. Their need will give 
an urgent vitality to your theological reflection because of its 
importance. The theological climate in your congregation will 
be shaped by your work. While your efforts will provide theolog- 
ical direction for the ministry, your approach to these concerns 
should invite interaction. 

If you achieve this, it will provoke a dialogue with the laity 
and develop a theological basis for the ministry. This will take 
time for you to think, to prepare, to present, and to interact with 
the laity. Time spent this way is not the prelude to the ministry. 
It is the first chapter of the new ministry. 


Learning from Others 


There are many places to turn for help to find ministries 
similar to the one you are considering. Denominational execu- 
tives, agencies, and boards are easy to contact. They may know 
of ministries you can examine. Another place would be local, 
county, state, or national health and welfare agencies. If you 
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were seeking to help the handicapped, for instance, you could 
contact Goodwill Industries. Government agencies may know 
of some church programs that are effective. If you are interested 
in prison ministries, you can talk to correction agencies. 

Once you know where these programs are you will need to 
contact their leaders. If a ministry is nearby, it may be possible 
for you to visit it with some laypeople. If a ministry has an 
excellent reputation, it would be worth spending the time and 
money to make a visit even if it is some distance away. If it is 
not possible to make a personal visit, you can make a telephone 
call. Sometimes bringing a person from an effective ministry to 
consult with you and your laity can be significant. Writing 
letters is not effective. The best you can hope for is that you will 
be sent some helpful material. 

You can ask the people you contact the following questions: 


How do you understand your ministry theologically? 


If you were beginning again, what would you repeat, do 
differently, do in addition to what was done, or not do? 


What has surprised you? 

Where are the pitfalls? 

What are the commonsense answers that do not work? 
What must we do to be effective? 


Asking open-ended questions and listening are the best ways to 
learn from others. 

Theological schools and universities are another resource. 
Helpful persons, often overlooked, are the librarians. They are 
willing to help you find relevant resources. 

It would be wise to talk to those related to a theological 
school’s doctor of ministry program. Since the early 1970s, 
hundreds of clergy have carried out professional projects, many 
of which were on how to assist laity in helping others. University 
Microfilms International (300 N. Zeel Road, Ann Arbor, Mich- 
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igan 48106) has many such projects on microfilm. Should a 
project seem significant, a printed copy can be purchased. The 
projects provide examples, have good bibliographies, offer theo- 
logical rationales, and describe procedures, training, resources, 
and experiences that are valuable. Subsequent information, ob- 
tained by following up with a personal contact either with the 
pastor who did the project or with the congregation where the 
project was done, can also be beneficial. 

Professors can also be contacted. They may have limited or 
extensive firsthand experience. They, too, may know of others 
engaged in these ministries. They can aid you in sharpening 
your theological perspectives and offering suggestions about 
ways to help prepare laity for their ministry. 

You will want to begin to build your library and the church's 
library. For every service ministry there are a few books that are 
classics. Ministries, for example, working with death and dying 
will want to have some of Elisabeth Kübler-Ross's writings. 
Likewise, there are book clubs for almost every interest; you can 
join the ones that are applicable. Subscribing to magazines will 
be one way to stay current. To find resources look at literature 
in the offices and waiting rooms where you visit on behalf of the 
ministry. Government publications are available from local, 
state, and national agencies. The problem will not be locating 
published materials but finding the time to read them. 

Once you focus your attention on an issue, you will discover 
television programs, films, and newspaper articles that will re- 
late to your concerns. Laity knowing the church's interest will 
begin to bring you information from their reading. You will be 
amazed at the information that begins to flow in your direction. 

Do not overlook the laity who work or serve in programs 
meeting the needs of people. Conversations with these tutors 
will be extremely enlightening. They can offer guidance, open 
doors, and point out the unique elements that will affect minis- 
try where you are. Their wisdom will help to ensure that the 
ministry will avoid the mistakes of inexperience and ignorance. 
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The Pastor's Learning Agenda 


Those who have pressing needs, seek help now! Those who 
want to help, want to help now! Wanting to help and being 
helpful are not the same. You have to pursue a learning agenda 
before you can be effective in helping the laity help others. 

A useful discipline you can accept is to make a commitment 
to develop position papers, lectures, or sermons on the need the 
laity will meet. Preparing these presentations will help you work 
through various decisions about the ministry; it will also clarify 
options and develop ways to explore issues, needs, and oppor- 
tunities related to this ministry of the laity. If you will set a date 
to make these presentations and announce it publicly, it will 
place them on your list of things to do. 

There will be many good reasons you can contrive to convince 
yourself that you do not need to put your thoughts into writing. 
You will read a great deal, talk to many people, discuss many 
options. These efforts are important, but they are preparatory. 
They will help you become familiar with issues, terminology, 
and resources. You will begin to feel comfortable and sense you 
are becoming knowledgeable. This is still provisional. You have 
yet to articulate your position publicly in a careful way. When 
you write and share a position with the laity you accomplish two 
things. You develop a position, and then discover if you have 
expressed it so that others can understand it. They may or may 
not agree with it. That is not the issue. The issue is having a 
position and being able to articulate it. Experience teaches that 
in the process of carefully working out your position and getting 
feedback from others about where you seem unclear, you are 
making the basic decisions that will provide direction for a 
ministry which will help others. 

An important step is to provide training for the laity. 
Whether you will do all, some, or little of the training is an open 
question. You will have to see that a training program is de- 
signed around what the laity needs to know. 
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Most training will take place in small groups. A review of 
small-group leadership skills or a workshop designed for leaders 
of small groups will enhance and refresh your knowledge and 
hone your abilities to work in small-group settings. 

Teachers and trainers in your congregation who work with 
adults will be excellent resource persons. Other pastors or 
denominational staff persons with skills in training adults should 
be consulted. They can give ideas for experiential learning, re- 
view your training plans, or aid in building a training program for 
your ministry. People who are involved in organizations, either 
business or nonprofit, must continuously work on problem- 
solving techniques. Their experience, background, and knowl- 
edge are another resource to be tapped. Because competent 
practice is as important as a sound theological rationale, you will 
also want to examine other training programs inside and outside 
the church to ensure that what you develop will work. 

Laity will want clear, specific, and well-defined duties, tasks, 
responsibilities, and assignments. How to do this will be dis- 
cussed in a subsequent chapter. The suggestion being made here 
is that you can gain help in doing this by turning to those who 
manage others. In addition to literature which can be read, 
every church will no doubt have laity who manage people. Some 
may even manage volunteers. All have the responsibility of 
accomplishing planned results through others. They have expe- 
rience and wisdom in doing this. Since you will be helping laity 
to help others, you will be managing, supervising, and delegat- 
ing. Exploring these issues with laity who have to do this in their 
Work will be extremely valuable to you. 


Creating Congregational Ownership 


Since you yourself are not seeking permission from your 
church to serve a special need of others, the question with which 
you will struggle from the beginning of a lay service ministry is, 
What must I do to enable the laity and the congregation to claim 
this ministry as their own? 
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What are the required informal procedures and processes in 
your church? Who are the people who must either bless or 
accept the ministry? Every church has long-time members who 
can give you good advice if you ask them, “If you were going 
to do this, how would you do it and to whom would you talk?" 
These unwritten-approval processes and persons hold the key to 
your beginning a ministry to help laity help others. Who and 
what they are will be different in each church. It is known that 
informal approval must precede or accompany formal endorse- 
ment if the congregation is going to own the ministry. This 
means that ownership is not necessarily assured if you have only 
the formal approval by the decision-making bodies of the 
church! 

As you go about your daily tasks there will be times you can 
have conversations with laypeople in which you share the needs 
you have encountered and your ideas on how they could be met. 
You can invite the laity to join you in going to meetings where 
these needs are being discussed. You do this because what is at 
stake is approval and ownership of the ministry. 

In doing this legwork you will discover possibilities for minis- 
try that need further exploration. It may be needs of individuals 
such as the unemployed, the blind, abused children, or the 
dying. It may be the needs of a geographical area in a rural 
county or a city neighborhood. In either case you must involve 
laity as soon as possible in order to encourage ownership. You 
may recommend the creation of a lay committee to investigate 
the needs and develop a report. If possible, a layperson should 
serve as chairperson. Your role will be to support the commit- 
les. 

When the committee is ready to report, it is too soon to ask 
for a decision. Patience at this point will bear fruit. There are 
some things that can prepare the people. The report can be sent 
out in advance. You should assume that only half of those at the 
meeting will have read the material, but this will ensure that the 
report is not a total surprise. It would be wise to suggest in 
advance that there will be no vote on recommendations. You 
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should be prepared to benefit from the questions asked and 
suggestions made. These questions will help identify where the 
recommendations are not clear or well thought out. Some 
suggestions will strengthen the proposed ministry. This entire 
process is part of the way to invite the congregation to own the 
ministry. 

When you are ready to present a plan for a vote, two extremes 
should be avoided. One is to present a completely detailed plan 
with the only option being to vote it all up or down. This does 
not invite ownership but asks people to buy into what others 
own. The other extreme would be to make vague, general state- 
ments, for example, to ask endorsement to help the migrant 
workers who stay in the community in the winter just because 
the church should care about them. The church body consider- 
ing such a request will seldom experience ownership, because 
there is nothing to own. These extremes are so blatantly weak 
that you would never use them. However, it would be wise to 
check to see if your proposal at points resembles one extreme 
or the other. 

As a rule, you should not present the proposed ministry to 
official decision-making bodies. Instead, laity from the commit- 
tee should present the report and recommendations. A church, 
for example, that had asked a committee to see what could be 
done about a community housing problem has appointed people 
with knowledge and skills related to housing to study the issue 
and bring in a report. Once the committee's recommendations 
are ready the laity should become the advocates for the pro- 
posed ministry since the goal is lay ownership. 

When a service ministry is approved, this action should be 
communicated to the congregation to invite their ownership. 
Printed announcements, minute speakers, and a commissioning 
service are some of the ways to invite the congregation to be a 
part of this ministry through their prayers, gifts, and their ser- 
vice. Once the ministry is under way, periodic reports by laity 
in the Sunday bulletin or church newsletter will nurture congre- 
gational ownership. People can only own what they know. 


Equipping the Pastor to Equip Laity 47 


A broad-based endorsement by the church's membership will 
be important for this ministry. Since all of the various constitu- 
encies of the local church are needed in some way, you will need 
to encourage ownership of the ministry even from those who 
will not be personally involved in it. 


The Pastor's Responsibility for the Whole Ministry 


The pastoral office gives you special responsibility for over- 
sight of the whole ministry of the church. Even when you are 
committed to maximize the role of the laity, responsibility for 
the whole ministry will be yours. 

Your unique position in the local church will give you a 
broader perspective. You know more people, more about all the 
programs, and will know more about the lay service ministry 
than any other individual. 

You perform a representative function on behalf of the con- 
gregation to those outside it. You have authority to speak for 
the whole congregation, which no layperson has. At times this 
function can be delegated to others, but the role cannot be 
transferred. The laity understand this. The role is a given and 
you must learn to live with it. The role confers upon you the 
responsibility for the total ministry of the church. 

Information will confer influence and obligation. You are at 
the center of the congregational communications network. You 
do not know everything, but a great deal of the communication 
in a local church travels to, from, and through you. Because of 
this, an important task in helping laity help others is to keep all 
the sections in touch with one another. This will reduce misun- 
derstandings, even if they cannot be eliminated completely. 

Do not expect to be able to speak with authority on every 
specific detail of a ministry. If you could, it would be a sign that 
you are doing too much or the laity is doing too little. To 
interpret the place of the ministry in the life of the congregation 
is your responsibility. You do not have to seek this responsibility, 
it will find you. In sermons, talks, announcements, or informal 
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conversations with individuals, you will be sharing the purpose 
and nature of the ministry of helping others. 

The responsibility of interpreting the ministry and informing 
people about it never ends. The time will come when you will 
find it difficult to believe that you have not told everyone about 
the ministry! Then to your astonishment you will discover some- 
one who has not heard or does not know much about the minis- 
try. Combine this with the fact that ministry is dynamic and 
changing and it becomes clear why your role of interpreter is 
never finished. 

The major administrative coordinating task of a lay service 
ministry will also be yours. You will be continuously identifying 
laity who can serve in this ministry. Many will seek you out to 
explore participation in the lay ministry as a way they should 
exercise their faith. Because of your knowledge of the laity and 
the ministry, you will be able to suggest ways for people to use 
their gifts in helping others. 

Every church needs a *'traffic cop." You are in a position to 
reduce unnecessary conflicts in the lay service ministry and also 
to interface it with other programs in the congregation. Any 
reduction of unnecessary conflict will help keep people's efforts 
and attention focused on the major concerns of helping others. 
In this capacity you can render an important service. 

Many of the organizations in the congregation will want to 
know how they can serve in the ministry. You will be able to 
give suggestions because of your knowledge of what each orga- 
nization is able to do in terms of their resources and interests, 
and this will contribute to the effectiveness of the lay service 
ministry. Sometimes you will be responding to requests. There 
will also be times you will be able to take the initiative by making 
a request or suggestion. When you do this, you are not taking 
the ministry away from the laity. Rather, it is a way that can 
facilitate lay involvement. Since most of this work is behind the 
scenes, the more effective you are, the less you will be noticed. 

When you decide to help laity help others, the first thing you 
realize is that this decision requires you to prepare yourself 
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before you can help the laity. There are, of course, costs and 
benefits. Your primary cost will be time—in this case, time to 
prepare to guide the laity into a lay service ministry. No promise 
can be made that deciding to help laity help others will mean 
you will always have less to do. It may mean that what you do 
is different. On the benefit side there is the possibility that more 
will be done for others and laity will have a significant and 
meaningful way to exercise their faith commitment. When that 
happens, you will feel good about your ministry. 


[d 


Á " T" ji y 
Gatis AAEN TH Apul " 


fastis K 1} helt iv M) x Ki D i MEA iB yis MN ilargi | j 







19 rii IY AJ HOD iy ey nal CC "PUT MIB g MIL VPE PRUNO SERT! Ud 
EEEN HV NC LETTERE E DRM 


"ars 
MO MA 








siir dene n 


[ i P 1 i 1 AS Ot 
Tae l pel hia Mx j i 










un iW Ah WAS p 


GELENN v L Mi qat n hah ul Afta s "T iud m us NE 
iT TEN DM enatis 





v ad soe did D ipis P Viae yt 
T5852 La ro "it a isn di etn T 








l | ^ 
"APIS CNN PAY Lo n oe a i IN i LE 
e iam T j j 7 th if 
As CSAS NA AMI aL. 91 t, med) n i MA d m er qm Hie na 
Y Iy í 23 ^i i l fas 
i ? rn, hi i [ M Mri 4 " Tn Jb nt dad out 
























E j Tod, US NRI 
D i e, i N "M A yir Po Vli 
I | 49 f 
ark th! La jd n da 
IT! D t Í fi N JEY S a 
4 VIDURT j ! 
jh p nul i wo Vul ANTO 
^ y i i = i^ M NS. 21^ My 1 N 
À ^l ^ i M il 
M f i I » b Y" {Wie 
"wn V "MM d 
ata bd SIN A 
j i d re 
I i 
! i A nm As 
v i i Mr 
d AMARUM TCR ER 
k Li , " i j 
b 1 S F , } 
ra Ba es dg q MA AMAT a 1^ Cus Fi du 
"- AES pH» vi àg Ma ' j NA WAV i I i ar, 
W AA. E "t r 4 MEA i 
‘ * à TIU ENTRE j me ' í IL 
Li i AM oit Ni CAR E TER. 5x y a - A i $ H4 
í P vias d f "» 1^1 | i th " i ifs 4 
liso: Mo ite al AL Va a o T, 
LL E DNE MATa V ^R ' ud. b Ma TN | vid í d^ Ph 
4 Ur UOS Mh ` PLAI E We 
PES ES EI LA, »)J Li m "wmm Ja } i ] n 
at us Wie Mae d. Le NUM i A Loto felt 15 TRA, Y t | 
ATHE m SNP d 
3*4 i EA 
* nd n^ 
. i b dii p y M ^ UM | WV 
T^. OW japi vn F i I, GE Vite LO nt Hi y 
VPE "T yA ISA N DARET ti oM "m hi Ph AE EM Mn i E 
A MT j PURA i MANT ul } n4 
Le | STN RRA A A 1 j D M 
eene Hia gods eA 
» j h 
"MIT j 










TS ls P ! i i 
(9 0 NAH HAM eti 
Ay i t e rio jd his { 






an 
f fi ay i our it b 
; Vi Y 


duri T I 
A 





4 


What Is Possible 
Where You Are? 


If you doubt the significance of your work as a pastor, you 
can be helped by John Naisbitt's book Megatrends. He says that 
fads start from the top, have a short life and little lasting effect. 
Trends, however, usually start from the grass roots and are 
more likely to shape the future. Working with your people on 
human needs in the community can shape the future. 


What Are the Unique Needs Where You Are? 


Fervent exhortations for laity to help others will yield little 
but frustration. This frustration can be reduced if you first listen 
to people in the community. 

Since people like to talk about what they know, you can 
always start by listening to them. The way to begin is to ask 
questions, such as: 


What needs do you see in your community? 
Who is working to meet these needs? 
What could our congregation do to help? 


Could you recommend three people to whom I should 
talk? 


This process will be informal in the beginning. Tentative 
conclusions will emerge, but you need to guard against prema- 
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turely becoming an advocate of a particular ministry. You can 
screen a range of issues and then allow the laity to concentrate 
their investigation on a few needs the church can meet. 

With some initial ideas you should begin by talking in depth 
to people about a particular need. They may be laity in your 
church or people they know. It will not be too difficult to find 
people who have a good reputation for meeting the need in 
which you might be interested. 

It will be important to ask everyone with whom you talk, “If 
I could read only four books, subscribe to one magazine, investi- 
gate two studies, and visit two places, which ones would you 
recommend?" You cannot expect to become an expert, but you 
do want to take advantage of the wisdom experts have to share. 

There may be pastors whose laity are already working on the 
same needs you have identified. They will take time to talk with 
you. This will help because they understand what motivates and 
constrains the church. Their suggestions will be beneficial. 

You will be amazed at how many resources will be discovered 
in a few weeks. The problem will be to sort out all the informa- 
tion. 

One thing you should do is question the obvious solutions. If 
something seems so clear and no one else sees it, you need to ask, 
“What have I missed? Have others tried it and discarded it? Are 
there problems I have not discovered?" If your ideas seem obvi- 
ous, you must ask, “Why is no one using them?" 

A congregation may want to provide summer jobs for inner- 
city teenagers. It is a real need. People may be willing to hire 
them. However, transportation may not be available. Insurance 
policies may provide no protection, and the youth may feel that 
the jobs pay too little. A very good idea is stillborn. 

Because one way to help will not work, it does not mean you 
cannot find a way that does. You now see problems that have 
to be overcome, and you have a clearer picture of what needs 
to be done. 

A ministry to improve a neighborhood may want to make 
home ownership a way to help both people and the community 
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at the same time. However, in many places where it has been 
tried, most who took advantage of such a program did not see 
themselves as home owners. It was a way to reduce their 
monthly rent. They still thought of themselves as renters. It was 
a good idea on paper, but in practice it did not work. A good 
housing rental program could be more effective. 

There is the possibility that what did not work elsewhere 
could work where you are. Learning from the mistakes of others 
may enable you to create a ministry that will work. 

After a rigorous process of winnowing, there will still be more 
ways to serve than you can possibly handle. These needs are 
significant to those who have them, and the ministry that could 
emerge to meet them would be important. Still, not enough hard 
data exist for a final decision on which of the needs to meet, but 
informed hunches merit further exploration. 


How Are Needs Being Met? 


Once you decide to explore a particular need, it is important 
to inquire how this need is now being met. You almost can take 
for granted that you will be a latecomer. 

There will be surprises! One surprise is that so many have 
helped so much, and you wonder, “How could I have missed all 
this for so long?" The advantage of this discovery is that there 
will be many places to turn for help. Community and university 
librarians can help locate studies on the issue being explored. 
Your representative in Congress can open doors to help you find 
the right government agency and the studies it has commis- 
sioned. 

Failures are worth investigating. You will want to know why 
a previous effort failed. Was it underfunded? Did it lack staff? 
Were the staff and volunteers well trained? Did those who 
sought to help have adequate skills? Did the people who were 
to be helped know about the service? Was it underutilized, and 
if so, why? If you can find answers to these questions, you can 
avoid an approach that is not feasible. Then everyone gains even 


54 Helping Laity Help Others 


though nothing is done! Failures in other places may also con- 
tain the wisdom you need to help laity help others. 

One excellent way to begin is to find out who is doing well 
in meeting these needs in your community. You want to talk to 
them. You will learn a great deal, and in a few weeks you will 
have established a working relationship with others who are 
concerned about the needs you want to address. 

A word of caution. Many of these people have labored with 
inadequate resources, little appreciation, and much criticism. 
They may even be wary of clergy and churches because of some 
experience that disappointed or hurt them. If you talk to some- 
one who feels this way, it would help if you did the following: 
Refuse to be defensive. Assume those you talk to care about the 
people they serve. Take for granted they want to do a good job. 
You will be right more often than wrong. Besides, they have 
information, experience, and knowledge you need. They can 
help. 

The people you talk to will usually not be able to offer too 
many specific ideas on what you can do. Some are unsure what 
the church can do. Still it is important to ask. Asking conveys 
an attitude of respect that will help in the future. Some of their 
suggestions will at least point to critical needs. 

When you approach people about serving the needs of oth- 
ers, some may suspect a “hidden agenda.” “Is this pastor out 
to make a name or a reputation for himself or herself?" “Is 
this a new way to get members for the church?" “Will these 
people be reliable, competent, and helpful?" *Am I going to 
have a group of 'do-gooders' on my hands who will cause 
more problems than they solve?" It reminds you that you have 
to earn their trust. 

Since people have been hurt before, doubt, cynicism, skepti- 
cism, and apathy are not always pathological attitudes. They 
may have grown out of hurt and disappointment. People want 
to know, “Can I let myself hope again?" Sensitivity to the fragile 
nature of the spirit of those you want to help is a mark of 
theological maturity. 
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Your conversations will benefit those with whom you talk. 
They will be pleased that someone cares. As you make the 
rounds the word will go out: “He cares," or “She listens." You 
will not be dismissed, but will be welcomed. 

Freedom to move among the structures of society can give 
you a knowledge few possess. A pastor concerned about rising 
teenage suicides will talk to many people to see the whole pic- 
ture. She discovers gaps, duplications, and people working at 
cross purposes. Because of the trust she has established, she may 
be able to bring all parties together in a creative way to deal with 
teenage suicide, thus making a significant contribution because 
of her role. 

You have freedom to touch and influence society's structures. 
By developing the contacts and establishing credibility with 
those in these structures, you will have made significant prog- 
ress toward beginning to help laity help others. 


What Resources Are Required? 


In order to keep your idealism and realism in creative tension, 
you will need to ask two questions of a ministry for your church: 
“Will this ministry be significant enough to challenge us to give 
our best?" *Do we have the resources to be effective?" 

Both questions must be answered positively to enable you to 
help laity help others. What you are searching for is that point 
where the realities of time, resources, abilities, and commitment 
indicate that what you promise to others can be delivered. 

To ensure a good beginning ask about available resources. A 
congregation that wants to help the deaf obtain assistance in 
learning to live independently may realize no one has skills, 
experience, or training to work with the deaf. This does not 
mean the proposed ministry will have to be given up. Instead, 
a trained person has to be found. Is one available? If so, obtain- 
ing this person becomes part of the plan. If not, someone may 
have to be trained in order to train the laity. It is critical at this 
stage to know precisely what can and must be done. Now you 
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know what you have to do. This is the real value of asking what 
resources are required. 

First efforts to determine what is needed will underestimate 
the length of time it will take, the hours needed, the number of 
people required, and the money necessary. There are two ex- 
planations for this: a lack of experience and a strong desire to 
serve. Allowances can be made for this. Before you start, it 
would be safe to increase the estimates of all the resources 
necessary by at least 50 percent. Then the projections will be 
more realistic. 

What you do in the beginning may seem insignificant. You 
begin to ask yourself, “Is this worthwhile? Wouldn't these re- 
sources do more good if used for something else?" These ques- 
tions are always important, but you need to remember this is the 
beginning of a ministry. Even the champion runner had to learn 
to walk. It was a small but necessary beginning. 

It is sobering to remember that ministry to others is an inten- 
tional intervention in people's lives. It will make a difference. 
You hope that as much good as possible will be done and as little 
harm. Most of all, you want to make certain that any promises 
made have a reasonable chance of being kept. The future of the 
ministry hinges more on small promises kept than grand promises 
made. Starting a lay ministry to others this way helps to assure 
that the ministry will live within its means. 

One of the reasons for starting a new ministry on a small scale 
is the recognition of the inevitability of mistakes and misunder- 
standings. When the ministry starts small, these setbacks can be 
managed. Expecting difficulties will help prevent your becoming 
too discouraged when problems arise and will provide you with 
the courage to tackle them. 

Ministry by people, for people, and with people calls for 
patience and persistence. The demand for both will be enor- 
mous, supply will be limited. Ministries can survive and grow 
in spite of and sometimes because of these stresses. Knowing 
this in advance can help you cope under pressure. 
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What Resources Are Available? 


How can you find the lay resources available? In a small 
church you will know most of this information. When a church 
has more than two hundred members you cannot rely on mem- 
ory alone. You need a systematic way of ascertaining and utiliz- 
ing available resources. 

The best resource is your members. You will need to know 
about them. A “talent bank,” which is an information record of 
the talents of the laity, should be created. It will help you to 
know where your members work, what their occupations, train- 
ing, education, and hobbies are, which organizations they be- 
long to, what special interests they have, and the ways in which 
they would like to serve the church. This information enables 
you to know the lay talent available when specific needs arise. 

When you create a talent bank, you will need to create a 
means of access to the information collected. In small churches 
an alphabetical card file system can work. For larger churches, 
card files can be developed for each occupation, hobby, or inter- 
- est, etc. If a computer is available, this information can be input 
for easy access. 

The big job is to collect the information! A small lay commit- 
tee can be recruited to manage the talent bank. When they have 
completed an information collection form, ten laypeople can fill 
out the proposed form before the congregation uses it, to be sure 
it does the job. Good advance publicity describing the purpose 
of the talent bank, and telling how the information will be used 
is crucial. The form should be mailed to the membership and 
also should be available for one month at the Sunday services 
as well as at church meetings. At these times you can see that 
the talent bank is explained and can ask for the forms to be filled 
in. Telephone calls to those who have not responded will in- 
crease the number of responses. New members should fill out a 
form when they join the church. For many reasons you will 
never have all your members in the talent bank. A 60 percent 
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representation of your membership will provide an adequate 
and significant number of lay resources. 

When you discover information about a layperson that may 
help the ministry, write a short note to file in the talent bank. 
This procedure would benefit the entire church program by 
making the information available to others. It would also reduce 
the number of times people would need to contact you. In- 
creased effectiveness makes this a worthwhile investment of 
your time. 

If you were investigating the possibility of building high-rise 
apartments, one conversation with a member who sells elevators 
could quickly let you know if it would be financially feasible. It 
might be the only occasion you ask this individual for his or her 
help. At that time, however, the help would be vital and critical, 
and the layperson would have had the opportunity to make a 
valuable contribution. 

Inviting laity to help the church help others will always be 
needed. Asking for help from the pulpit, in the bulletin, and in 
newsletters will inform but not obtain the required human re- 
sources. A talent bank will help you know exactly whom to 
approach with a specific request to help with a particular need. 
This, in the long run, will not only save a great deal of time but 
will enable you to help the laity help others. 

It is also necessary to ask what facilities are available. What 
are the financial capabilities of the church, taking into consider- 
ation outside resources as well as the budget? How much time 
do the laity, the pastor, and the staff have to offer? Do these 
potential resources indicate that the congregation possesses a 
sufficient base on which to build a service ministry? This ap- 
praisal will not in itself reveal whether a ministry can begin, but 
it will aid in the determination of what ministry is possible now. 

Resources are available. Usually there are more than you 
initially imagined. A distinctive ministry stimulates people to 
try something new. Some may want to change the focus of their 
volunteer work, while others who did not or could not do other 
jobs in the church may now be willing to assist. 
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People will respond. They will see this as a way to serve 
Christ, their church, and others. Your basic challenge will be to 
match the people to the ministry and plan a ministry that will 
have the people needed to make it work. 


When a Ministry Is Chosen 


It is seldom possible or desirable for you to select a “prepack- 
aged" lay service ministry. Each ministry responds uniquely to 
a particular need at a certain time with a definite set of re- 
sources. Therefore, helping laity help others will need a custom- 
designed ministry. 

There will still be several options to choose from after you 
have explored the needs of the community and discovered the 
resources available. The necessity of saying no to some needs 
that deserve to be met will be the cause of some difficulties as 
you and your laity try to decide what to do. No congregation 
can do everything. To try would be to fail at everything and 
succeed at nothing. Knowing this does not eliminate the feeling 
of uneasiness in saying no to some needs in order to say yes to 
just one. The final decision will disappoint some in the church 
and many in the community. You have to accept their feelings 
and your limitations. Until you do this, it is impossible to choose 
a way to help laity help others in a significant and effective 
manner. 

When the choice is finally made, it helps to remember that 
even if you had all the resources needed to do everything you 
wanted, the ministry would still have to start on a small scale. 
A rural area could need many kinds of medical services. If a 
prenatal clinic were the most urgent need and an attainable goal, 
it would be wise to begin with this rather than attempt to meet 
every medical service need at once. To do the latter would only 
lead to frustration, while the former could provide a basic ser- 
vice and possibly lay the groundwork for a future expansion of 
medical help. 

Because everything will be new, accomplishing things will 
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require more effort. For instance, making contact with a person 
to set up a meeting to discuss problems of illegal immigrants 
may take days or weeks when the ministry begins. After you 
have established relationships and a track record, one phone call 
could arrange the same meeting. This is an inescapable fact of 
life. You must live through it. It will be easier for you if you do 
not overextend yourself in the beginning. 

Limited accomplishments could create a morale problem 
when a ministry to help others begins. The laity may depend 
upon you to provide a great deal of encouragement. The pri- 
mary reason for this is the laity's deep commitment to help 
people. This strong desire to help usually generates high expec- 
tations. If you have and can help your laity to have realistic 
expectations, you can reduce the possibility of a morale prob- 
lem. You will have to support the laity in being realistic. The 
survival and growth of the ministry depends on it. Dreams, 
hopes, and goals for the long-term need not be abandoned. The 
prudent approach is to help the laity set short-term objectives 
that can become stepping stones toward the long-term goals. A 
church may have decided the community needs a “big brother" 
program and seeks to get one started. It begins by working with 
only five boys, but gains needed experience and helps these boys. 
This modest start could lead to the creation of a community 
organization that could be serving hundreds of boys in five 
years. 

Finally, integrity is critical to any ministry that helps laity 
help others. Integrity encompasses more than just honesty, 
good intentions, and pure motives. It is a commitment to fulfill 
promises with as high a degree of excellence as possible. That 
is why you will take the time to research the needs in the 
community and see if the needed resources are available or can 
be attracted to help. No matter how urgent the need, you and 
your people must assess whether you are able to do what will 
be required. Integrity in serving others means to promise what 
can be delivered and to deliver what is promised. Only a com- 
mitment to this kind of integrity will enable a ministry both to 
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serve and to witness. Realism is the exercise of a responsible 
faith. 

Challenge, excitement, stimulation, and satisfaction are ex- 
perienced when you decide to begin a new ministry to serve 
others. It will be shaped by the perceived needs and the gifts, 
imagination, and commitment you and your laity bring to meet- 
ing the needs of others. The challenge for you is to provide the 
leadership that will bring the needs and gifts together: this is an 
art. 


5 


Designing 
a Lay Ministry 


Two requirements are needed for a lay service ministry to get 
under way: dreams and details. Without a dream of a ministry 
to others nothing will be attempted. Without attention to the 
details the dream will never become a reality. 

Usually pastors stress dreams and laity ask about details. 
These are two sides of the same coin. The challenge you face is 
to bring these two requirements together. 

That you should not have the primary responsibility of 
carrying out the details is not to denigrate their importance. 
It is accepting your limitations. You do have a responsibil- 
ity, however, to see that the “nuts and bolts" issues are ad- 
dressed. 


Creating Clear Objectives 


In order to develop a lay ministry to help others, you must 
have a statement of purpose. It should not be long or go into 
operational details. Its function is to give direction. Some exam- 
ples might be: 


Establish a grief support group for parents who have lost 
a child by death. 


Provide alternatives to the bars for the college students 
who work in our vacation resort town in the summer. 
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Select one area in a third world nation and assist in meet- 
ing the hunger needs there. 


The statement of purpose should be only one sentence long, 
with no dependent clauses. It states the dream. Then it is possible 
to work on details and create clear objectives. 

A good objective will have several distinguishing features. It 
indicates who will accomplish what result by when at a stated 
cost of time and money. 

*Create a committee to help laid-off workers find jobs," 
would be a weak objective in a ministry to help the unemployed. 
While it indicates that a committee will do the work, it does not 
state how many will be helped, when they will be helped, or 
what resources will be required. It is challenging, but helping 
people find jobs may be beyond the committee's abilities. 

A clear realistic objective could be, “The employment sub- 
committee will create a six-session job counseling program in 
which 50 percent of ten unemployed participants will develop 
a job search strategy by June 30 at a cost of 100 person hours 
and $200." The responsibility is clear. There is a ministry result, 
50 percent will develop a skill. The costs are included. The 
outcome is within the control of those doing the ministry. A 
good objective helps those who help others to be clear about 
what they plan to achieve. 

There may be resistance to writing objectives. People may be 
reluctant to do something new. Some will feel it hinders the 
Spirit. Others will think caring and compassion are difficult to 
measure. However, some important results of a ministry are 
measurable! 'They should be identified. 

Some believe measuring a ministry's results misses what is 
important because we may only measure what we can easily 
count. You can avoid this by creating challenging objectives. 
Since a lay ministry is prone to try too much, and not too little, 
this will not prove to be a serious issue for you. 

Some may resist because writing an objective may seem to be 
an unnecessary frustration when they want to start helping 
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people. Nevertheless, your quiet insistence on having clear ob- 
jectives is one way to be sure that what is done will help. 

Laity are busy and will want to know what is expected of 
them. Young mothers, for example, may be able to volunteer to 
serve in a church's ministry to meet the needs of other young 
mothers. They will want to know what they are expected to do 
and accomplish. Clear objectives meet their needs. 

Objectives help you know if you are doing the right things and 
not just doing things right. Let's return to the objective of help- 
ing the unemployed. At the end of the program it could be asked 
if the unemployed took part. If not, why not? Were 50 percent 
able to develop a job search strategy? Did the program stay 
within its budget? If not, was the budget unrealistic? These 
questions can be answered only if there are clear objectives. 
These objectives will help you determine whether you should 
discontinue or continue a ministry and where to strengthen it. 

New ministries seldom work perfectly in the beginning and 
older ministries cannot remain the same indefinitely. The role 
of clear objectives is to help a ministry become and remain 
effective; to give it a sense of direction and a capacity to make 
corrections. Seen in this light a commitment to help laity help 
others indicates that creating clear objectives is mandatory. 


Accountability and Authority 


Balancing accountability and authority is a very difficult task. 
Creating an organizational chart is one place to begin. Doing 
this helps you see if the parts of a ministry relate to one another. 
It enables you to detect where responsibilities overlap and where 
no one has a responsibility. Since cooperation is essential, an 
organizational chart will help make clear who has the authority 
and accountability for the various aspects of the ministry. 

You may feel that you are tinkering with organizational ma- 
chinery instead of helping people. Experience indicates that to 
neglect this only postpones decisions that will have to be made 
until laypeople are locked in conflict over authority or responsi- 
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bility. Since you will eventually have to resolve these issues, it 
is better and easier for you to do this in the beginning. 

Every ministry will have communication problems. The prob- 
lem is often not people or personalities, but the nature of com- 
munication and organization. Effective communication in an 
organization is a real accomplishment. That is why an organiza- 
tional chart is so important. It will help you to answer the 
question, “Who needs to know?" 

It would be better for us not to assume that communication 
has taken place because people talk with one another. To ensure 
that communication has taken place means you must concen- 
trate on listening. This can be modeled when you respond to 
others by saying, *Let me see if I have understood what you 
have said." Then you can share your understanding of what was 
said. Or when you share your ideas with laity you can inquire: 
"[ want to be sure that I have been clear. What is your under- 
standing of what I have been sharing?" This may seem awkward 
at times. However, you should neither underestimate how diffi- 
cult it is to communicate nor how much more difficult it is to 
correct a misunderstanding at a later time. 

Often, what is interpreted as a personality conflict is a struc- 
tural problem. When there is conflict it would be a good idea 
for you to ask, "How are we organized?" There may be a 
problem with the structure that causes a lack of clarity about 
who is responsible. If this is the source of the problem, then the 
valuable contributions of able people can be retained by chang- 
ing the organization. If the structure is sound, then the issues 
of personality and performance can be addressed. 

Another purpose of an organizational structure is to facilitate 
problem solving, because it will be clear who has to be involved 
when a decision is made. It also makes a contribution by reduc- 
ing the probability of overstaffing or understaffing. When a min- 
istry is understaffed, people will send signals that they need help. 
The problem of overstaffing is more difficult to detect but is just 
as serious. When there are too many people, they will feel they 
are not needed and are wasting their time, and will soon leave. 
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This would be a waste of human resources that could help 
others. 

When new persons join the ministry, they will be able to 
assume their roles with a minimum of disruption when respon- 
sibilities and authority are spelled out for each position. 

No organizational design can completely eliminate crises. 
However, a good design can keep them to a minimum. It will 
enable you to turn to the right person for help. If someone calls 
to say there will not be enough money to meet next month's 
bills, you will know whether this is the responsibility of the 
finance committee, a church board, or the church treasurer. 
Having a well thought out organization will save you time and 
effort. Routine matters can be easily assigned to the appropriate 
person. You will then have the time you need to concentrate on 
the unique issues. 

You will also find it helpful to ask, “What kind of organiza- 
tion will this ministry need if it grows?" Is there a way to 
structure it so that it will facilitate growth? One way you can 
explore this possibility is to ask “What if?" questions: What if 
more come than we expect? What if they need more help than 
we planned? What if they wanted us to do more than we are able 
to do? These “What if?" questions are seldom raised, much less 
answered. They should be. The answers will contain the clues 
for what you will have to do for the ministry to be able to grow. 

You will have an important role in seeing that these organiza- 
tional issues are worked out. Laypeople will, of course, be in- 
volved. Their insights will enhance the structure that is created. 
Since they will have to implement it, you need their participa- 
tion. However, you will always evaluate the organization by 
whether it helps laity help others. If, when, and where it does 
not achieve this goal, you will change the organization. 


Start Small but Plan to Grow 


When you begin to help laity help others, you may experi- 
ence a conflict between your head and your heart. Your heart 
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feels real needs, while your head recognizes limited resources. 
The crux of the issue is to be sure that promises to help can be 
kept. Small promises that can be fulfilled become the building 
blocks for doing more in the future. Ministries can grow and 
mature. Therefore, starting small is only a question of how you 
begin. 

When a ministry starts, everything is new. This presents a 
large learning agenda for everyone. There is little experience. 
What one day will be a simple routine will take a great deal of 
thought, energy, and time. You and the laity will be mastering 
the basics. Once this is done, you will be able to handle the 
problems of growth. _ 

Ministries have stages of life. Theodore Lowi has observed the 
stages that historical movements go through—which is instruc- 
tive. The four stages he describes in The Politics of Disorder 
(Basic Books, 1971) are "spark of life," "status to contract," 
“the group," and “Jesus, don’t come back"—or the charismatic 
stage, systematization, standardization, and the bureaucratic 
stage (pp. 32-61). Each stage needs leadership in order to go to 
the next stage. 

The charismatic stage depends on the vision and energy of a 
few people. You will be one of these people. Charisma is neither 
a style nor personality, but the tireless labor on behalf of a 
vision. You must be everywhere and in everything connected 
with the ministry. This explains why, even with strong lay sup- 
port, you will have to make a major commitment of time to start 
a ministry that helps laity help others. 

The move to the systematization of the ministry will come 
early. More people will have to be drawn into the ministry, and 
your direct role will have to be reduced. Your primary responsi- 
bility in this stage is to create structures and organization. On 
one hand, you welcome this. On the other hand, it will be 
somewhat difficult. You will no longer be at the center of every- 
thing. The excitement will be missed. If you do not take this 
step, growth will be stymied. Not all laity will want you to take 
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this step. They will be uneasy about losing the security your 
presence provides. Making this transition will test your leader- 
ship. 

As growth continues, leadership must be shared with more 
people. At this stage of standardization, your leadership role 
will become indirect. Some people who join at this stage may not 
know who you are and what you did to get the ministry going. 
Rationally you will feel good about this, but emotionally there 
will be a sense of loss. You must step back so the ministry can 
move forward. 

Reaching the bureaucratic stage can mean that the original 
dream is realized; the ministry can run without you. Knowing 
when to let go so this will happen is always highly personal. It 
should be based primarily on what the ministry needs. You 
will have to make this decision. Laypeople will not feel com- 
fortable in saying to you, “It’s time for you to Step aside." It 
is an act of maturity for you to indicate: *I will not always be 
here. The time has come to design the ministry so I am not 
needed." You know this must be done. The ministry's future 
requires it. 

While helping laity help others never follows a neat pattern, 
this schema does help. It makes clear that the demand for 
flexible leadership falls squarely on the pastor. Your ability and 
willingness to adapt to what is needed at each step will hold the 
key to the project's maturation. What you do is critical because 
the goal of the ministry is not just to start small but to grow in 
effectiveness and size in order to help others. 


What Can Go Wrong—Anything and Everything 


One precept that has gained wide acceptance is Murphy's 
Law, “Whatever can go wrong will go wrong." Ministry is not 
exempt from this precept. Things will go wrong. 

When you assume things will go wrong, the planning steps of 
George L. Morrisey will prove beneficial. He suggests three 
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questions to ask about your plans (Management by Objectives 
and Results, pp. 107, 111; Addison-Wesley Publishing Co., 
1970). 


What is likely to go wrong? 
How and when will you know? 
What will you do? 


Your ministry will be stronger if you ask these questions 
before you finalize your plans. The old saying still holds true, 
*An ounce of prevention is worth a pound of cure." 

Anticipating problems enables you to avoid them. For exam- 
ple, one problem all service ministries experience is that people 
will not be at meetings. You will need to notify people more than 
once about a meeting. People forget. Dates do not get on calen- 
dars. Mail gets mislaid. A timely reminder three days before the 
meeting could save the meeting, limit frustration, and keep the 
ministry moving on schedule. 

Even with the best plans there will be surprises. Some sur- 
prises will come from laity involved in the ministry. There will 
be misunderstandings and failure to keep promises. Those you 
want to help will not always do what they need to do to get 
help. These surprises will probably upset and disappoint you 
the most. They may cause you to question yourself and the 
ministry. These feelings are understandable. In a way you 
will have to share ownership of your reactions when they are 
based on your assumption that these things will not go 
wrong. 

Another surprise that may catch you off guard is that of 
succeeding beyond your expectations. This probably seems like 
the best problem to have. If twenty-five persons had been ex- 
pected and fifty showed up, it would seem that your ministry 
was on the way to success. If, however, you were ready to help 
only twenty-five, it can be a problem. You would be wise to ask, 
“What will we do if the response is greater than anticipated?" 
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It is better to have a plan and not use it than to have no plan and 
need one. 

Lowi's schema can help you to anticipate the problems of 
each stage. In the charismatic stage, there will be a problem 
with time. Because you must be involved in so many things, 
you may have to decide what you can terminate, defer, 
or delegate in order to have the time to get the ministry 
going. 

In the systematization stage, problems will come from the 
absence of clearly spelled out procedures. Too many people not 
knowing what to do will create confusion. You will want to take 
the time to work these out in advance, as it avoids larger prob- 
lems later on. 

The standardization stage will present problems as you try 
to share leadership. Here the absence of clear job descriptions 
with authority and responsibility spelled out will be the chief 
culprit. Without them some laity will err by doing too much and 
others by doing too little. Establishing clear guidelines for laity 
before they assume new responsibilities reduces problems. 

When the bureaucratic stage arrives, you might think that all 

problems will have been worked out. Not so! The difficulty at 
this stage is that you will often be the last to know about a 
problem. You will need to create a so-called early warning 
system to bring things to your attention in time. This is a fine 
line to walk of not interfering while still being informed early 
enough to make your contribution to solve a problem. You will 
want to create some performance standards so when things do 
not go as planned you will be notified. A case in point could be 
when the income for the ministry drops 10 percent below the 
budget target. This can be an agreed-upon point for the trea- 
surer to contact you. 

When things go wrong, it is not always unfortunate. You will 
see where planning is incomplete. It becomes a signal to you that 
corrections are needed to strengthen the ministry. Needs you 
have missed may come to light, and then they can be handled. 
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You can correct most things that go wrong. There is no need to 
panic. You knew something would go wrong. When you know, 
you can resolve it and proceed. 


How Are We Doing? 


Most people would agree that it helps to know how the minis- 
try is doing. In order to do this, you will need to plan how to 
evaluate the ministry after it is under way. 

You will have difficulty answering “How are we doing?” or 
*How did we do?" if criteria to evaluate the ministry have not 
been agreed upon in advance. Likewise, without these criteria 
it is difficult to decide what changes you must make to reach 
your goals while the ministry is under way. 

Asking what is important and how it will be measured will 
help you clarify in advance what the ministry is to achieve. If 
a ministry, for instance, is seeking to help the unemployed, what 
matters most may not be how many people obtain jobs but how 
many still have a job after three months. Measuring placements 
without checking retention could mean the ministry is failing 
when the placement statistics make it appear successful. 

What is important about indicators that evaluate a ministry? 
You will need to decide on a critical few that are central to the 
ministry. The word “few” should be stressed. They should be 
easy to track and should not require an unreasonable amount 
of time to monitor. For instance, in one ministry to preschool 
children it was discovered that a teacher quality indicator was 
absenteeism. When attendance dropped, it could either signal 
the normal problems of illness or that parents and children were 
communicating unhappiness with the classroom experience. 
The regular attendance record was an indicator that prompted 
leaders to examine the quality of the teaching in a class. 

For evaluation to be an aid in carrying out an effective minis- 
try as well as in improving it, timeliness of the information is 
essential. In some ministries it may be important to have evalua- 
tions weekly. In most cases, monthly, quarterly, or annual infor- 
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mation will be adequate. How often to evaluate is determined 
by the needs of the ministry. 

Because there are many ways to measure effectiveness, you 
will have to depend on more than just one measurement. Objec- 
tives are helpful, because they enable you to ask not only, “Did 
we meet them?" but also, “Will we be able to meet them?" The 
objective can strengthen your ministry by letting you know 
where you are and whether you need to take corrective action. 
You can select one of several indicators, such as how many 
people are being served, whether deadlines are being met, or 
whether we are staying within the budget. 

From time to time your informal conversations with laity 
involved in the ministry will provide excellent information. 
Sometimes you may feel it is necessary to have more carefully 
designed surveys given to people serving in the ministry in order 
to have good data to evaluate and in order to help you know how 
the ministry is doing and what could be done to strengthen it. 

Those who use your ministry should not be overlooked. 
Sound interviewing procedures need to be used. Otherwise, you 
will only hear what you want to hear and those being served 
may only say what they think you want to hear. They do not 
want to lose services by offending those providing them. This 
word of caution indicates that once in a while it might be helpful 
to use outside trained evaluators to gather data and interpret it. 
They will not always report accurately, nor will they always be 
correct in all they say. Nevertheless, helpful information can be 
gathered this way. Since the goal of evaluation is to strengthen 
the ministry, outside observers may identify a need that you 
have not seen or for some reasons are unable to see. 

Evaluation will help you to complete the “feedback loop” 
that began with the development of a purpose for the ministry, 
and then moved to setting objectives, developing procedures 
and policies, training laity, and serving people. Evaluation is 
the next step in this process of serving people. It is not outside 
the process. It helps you answer the question, “How are we 
doing?" which enables you to begin the cycle once more by 
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suggesting what ought to be planned and done next. 

Designing a ministry to serve others is not always a glamor- 
ous assignment. In fact, this work usually goes unnoticed when 
it is effective. You will wonder at times if the energy these 
endless details require is worthwhile. It sometimes appears to be 
very far from providing services, but when you remember that 
your task is not to do the ministry but to help laity help others, 
then the importance of this work will be clear. If you do it well, 
laity will be effective in their Christian service to others. Those 
they seek to help will live fuller and more meaningful lives. If 
your attention to the details of your dreams has these results, 
then working on them will be worthwhile. 


6 


Recruiting 


and Training Laity 


Because it is a pastoral responsibility to identify, enlist, and 
train laity for ministry to others, that does not mean you will 
do everything. However, it does mean you accept the responsi- 
bility to see that everything is done. This has two pastoral 
benefits. The laity are recruited to minister to the needs of 
. others, and preparing them to do this is also an act of ministry. 


The Pastor's Key Role as Recruiter 


Before you can recruit laity, you need to know why each 
position is needed; you must determine its purpose and the 
qualifications a person must have to do the work. Then you can 
seek the individual who will fit the job rather than design the 
job to fit the individual. It may be necessary for you to make 
some adjustments later when the position is being filled, which 
should not be done in the beginning of this process. 

Knowing what is needed, you can review membership lists 
and the talent bank. You can ask others if they know of persons 
who have the abilities to meet this need. Bulletin and newsletter 
announcements should be used. Someone may volunteer or sug- 
gest a person after reading an announcement. There are many 
ways to identify people who can serve, and all should be used. 

When the list of prospects is prepared it often turns out that 
the best candidate is already doing other jobs in the church. You 
may have to say: "This is the best person and the contribution 
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he or she could make is so important that we should ask him 
or her to serve. If this means we must find a replacement for this 
person in his or her present position, it should be done." Like- 
wise, you should let the layperson being considered be the one 
who says yes or no. If you decide not to ask the person, you deny 
him or her this option. 

Sometimes there may be more than one person you could ask. 
How should a choice be made among them? An examination of 
their church attendance records and, if you are comfortable 
with doing it, looking at their giving records will help make your 
priorities clear. Those with a strong attendance record should 
be the prime prospects. In terms of finances the question is not 
the size of the gift but whether they make a pledge to the church 
and keep it. This information gives an indication of the level of 
commitment. Those with higher commitment indicators will be 
more likely to accept the job. Of course, there are exceptions, 
but remembering they are exceptions underscores the value of 
this process. 

Someone has to ask the person who is identified as a volunteer 
prospect to consider a position. If the position is a major respon- 
sibility in the ministry, it may mean you are the one to pose the 
question. When you ask a layperson to volunteer, a signal is 
being sent that this position is important. Sometimes a layperson 
has a long-standing relationship with the volunteer prospect or 
a crucial role in the ministry. In these cases laity may be the best 
ones to approach the person. 

Regardless of who does this, the one asking must know the 
specific duties of the position before inviting someone to con- 
sider it. You would rather delay the visit than have someone 
make a call who does not know what the job entails. 

Some, including you, may at times shy away from asking 
others to serve because the answer may be no. The law of 
averages indicates that more will decline than accept. People 
may refuse for valid reasons. Should that happen, the call can 
still be productive. You can acquaint the person with the minis- 
try, convey a positive regard for him or her, and explore a way 
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for the person to be of service in other ways or at another time. 

There are perennial concerns of volunteers which can be 
anticipated. They will want to know why the ministry is signifi- 
cant. This provides them with a strong faith rationale for the 
ministry and indicates the importance of the needs you are 
seeking to meet. They will inquire about the training they will 
receive. “How much time will it take to do the work?” is a 
question everyone asks. To suggest the work will not take much 
time or to underestimate the time required diminishes the im- 
portance of the position and misleads the volunteer. Giving a 
straightforward answer is the best thing for you to do. Laity will 
also be concerned about the ongoing support they will receive. 
Again, if you cannot answer these questions, you will need to 
do more work before you make the call. 

When you recruit laity to help others, you are inviting them 
to continue Christ's work. It is a call to ministry! 


Covenant and Contract 


When a person is approached to join in the project, it is 
important to highlight both the covenant dimension and the 
contractual details of the invitation. 

In terms of covenant it is authentic to suggest to laity being 
recruited that they are being asked to consider a faith commit- 
ment. You are not trying simply to fill a slot. You are asking 
them to look at a specific task and to consider another matter: 
“Is this a way you can serve Christ? Is this where Christ is 
inviting you to serve?" This is not used as a gimmick to obtain 
a positive response. It is a way to explore the covenantal dimen- 
sion of the invitation to ministry. What it does is transform the 
request into a faith exploration. This is a service to those invited 
regardless of whether they can say yes or must say no. 

There are few shortcuts. One-to-one contacts will be required 
and an appointment long enough to share the need and respond 
to the concerns and questions of the one being asked to serve. 
You must prepare for the call. It is important to be able to state 
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with clarity what the assignment is, how it fits into the church's 
ministry, and what the potential benefits of the ministry may be 
to those served, to the church, and to the volunteer. 

Those being called upon may need time to consider the re- 
quest. They may need more information. They may want to 
negotiate the job. Regardless of the assignment, it is wise to 
agree upon a date to decide. Then you need to follow up by that 
date for the decision. To pressure a person is not advisable, but 
to ask for a clear yes or no will be best for all. 

The volunteer has a right to know some of the contractual 
details of the commitment he or she is being asked to make. 
Since the time it will take is often underestimated, it is wise not. 
to give a low figure to obtain a volunteer. If several people say 
no because the assignment will take too much time, the job may 
be too large. Then you will have to consider the possibility of 
creating two positions out of one. 

Ideally you will have a one-page job description that spells out 
the position's responsibilities, authority, place in the organiza- 
tion, and desired results. This indicates that the role is well 
conceived. The description can be left with the prospective vol- 
unteer if he or she needs time to think about it or accepts the 
position. You should write a follow-up letter to express appreci- 
ation for the time spent together, and put in writing your under- 
standing of what was agreed upon. This reduces misunderstand- 
ings, and creates a more reliable record than your memory. 

There needs to be a definite term of service or, at least, a time 
agreed upon to examine and renegotiate the assignment. Those 
being recruited need to be sure the commitment they make is 
not “til death do us part.” 

Periodic reviews should be a part of the covenant. Reviews 
can serve several purposes. In the beginning they assure the 
volunteers of support and help when they begin. Reviews will 
be more frequent in the early months of a layperson's tenure, in 
the early stages of a new ministry, or when a new phase of the 
ministry is begun. They will be less frequent after the ministry 
is older and the persons serving in a position are more ex- 
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perienced. The temptation will be to assume that at some point 
reviews are no longer necessary. This is not the case. A regular 
review every few months offers the opportunity to ask how the 
ministry can be enhanced. It also ensures that those who do 
volunteer are not taken for granted or abandoned. 

What emerges from these basic considerations is that you 
need to do your homework, seek the best candidates, and give 
them an opportunity to respond after a clear case for the posi- 
tion has been given. The burden is on those who recruit. Since 
you are the prime person in the process and the ministry to 
others is so crucial, the value of doing this cannot be under- 
estimated. 


Personal Growth Through Lay Training 


Spiritual growth is one of the benefits for laity who participate 
in a service ministry. Training will, of course, cover information 
about a ministry and the skills needed to serve in it. However, 
your concern will also be to see that training contributes to the 
spiritual growth of the lay volunteer. 

Since training is for ministry, laity will ask, “What makes this 
work different from what others do or how they do it?" If your 
ministry is helping mid-career males work through mid-life is- 
sues, how will our program differ from that of a psychological 
support group? Is it only that you pray and read the Bible? Is 
it motivation, caring, competency, witness, willingness to risk, 
or tenacity to stay with a person? It is my conviction that the 
difference the church makes is its awareness of the dimension of 
the spirit in human life. It is open to the questions of belief, not 
just what one must have, do, or be, but what one's having, doing, 
and being means. 

You must always remember that this will be a major issue for 
the laity. Therefore, all training programs will need biblical and 
theological input; time for laity to share faith perspectives on 
what they will be doing to help others; opportunities to pray, to 
reflect, and to meditate; and times to make faith commitments. 
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The design of training sessions will need to provide ways for 
laity to deal with these concerns. 

There are always insecurities when a person begins something 
new. Some volunteers will be anxious because they are not sure 
they will be able to help others. There will be fear that people 
can be hurt if mistakes are made. Volunteers need to be able to 
express these feelings. Those who have some experience in a 
particular type of ministry, like a marriage crisis intervention 
counseling service, can share their early misgivings and how 
they were able to cope with them. Other laity may have very 
positive feelings or experiences. To have these expressed will 
help build a positive spirit among those preparing for the minis- _ 
try. 

You can incorporate a time in each training session when 
people share their feelings. Fifteen minutes will suffice in most 
training sessions. You could ask: “What are you feeling good 
about in the ministry today?" *What do you feel uncertain 
about right now?" “Are you experiencing any doubts or fears 
which you can share?" This sharing time begins to build sup- 
portive relationships among the laity. 

In a few cases there will be some signals in the sharing time 
that someone should not be in the ministry. This is not an 
indication that the training is failing. It is better for people to 
discover that they are not suited for this particular ministry 
during the training period. However, the primary purpose of 
these sharing times is to help those in training to handle their 
feelings in a constructive way. 

The basic purpose of training will be to meet the needs of the 
laity who will carry out the ministry. There will always be a 
body of knowledge to be learned or reviewed. It will be necessary 
to provide background information on the need, on the people 
being served, and on the best understandings available in reli- 
gious and secular thought and experience on how to meet this 
need. 

There will be information about procedures laity will have to 
know. You can ask, “What will a layperson need to know to do 
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this assignment?” The answers to this question will provide the 
content of the training program. There also should be a time in 
each session for people to ask questions. Volunteers will feel 
more confident and comfortable if they are able to obtain spe- 
cific answers to their questions. 

When lay volunteers begin a training program, they will want 
structure. They will expect details to provide a clear picture of 
responsibilities and how to meet them. They would interpret the 
absence of such details as signaling a lack of direction and 
leadership. 

Since there is a readiness to learn when laity begin their 
training, most will not protest over the amount of information 
they receive as long as it answers their questions. They will 
want, as well as need, clearly stated guidelines on what to do, 
why it should be done, and to whom they can turn if they do 
not know what to do. The most important guidelines will need 
to be put in writing for learning, review, and reference. 

A strong training program will help equip people with the 
skills they need to work in the ministry. It is to that training 
need that we now turn. 


Skill Development: Practice and Role-Playing 


Effective lay ministry to others includes both theory and prac- 
tice. Laity will not only ask you, “What am I to do?” and, “Why 
am I to do it?" but also, “How should I do it?" and, “How am 
I doing?" In this section you will explore the lay concern of how 
they are to do their ministry, and in the next section, how they 
are doing. 

After a training program shares the theology for the ministry, 
provides an analysis of the need to be met, and discusses the 
organization and procedures of the ministry, it must address the 
*how to" needs of the laity. Tasks must be described, the do's 
and don'ts must be clearly stated. Discussions help make sure 
people understand. At some point they must begin to try doing. 
It is like learning to ride a bicycle. An instructor can explain 


82 | Helping Laity Help Others 


how to do it and demonstrate how to ride it, but at some point 
the learner has to get on the bicycle and go, or never learn how 
to ride. 

A. good training design will include field experiences and 
simulations of situations the laity will face in the ministry. Laity 
should not be expected to move from discussions to solo assign- 
ments with nothing in between. These “in betweens” of training 
are extremely important. 

Observation is an excellent way to learn. It is possible to have 
a role-playing demonstration in which experienced persons 
enact a few simulated events which give those being trained the 
benefit of several situations that experienced people have en- 
countered. The persons who are beginning the ministry can see 
how situations, needs, and people are handled. They can ask 
questions and talk about why things were done a certain way. 

In some cases actual encounters may be available in training 
films or on videotape. These media resources may be rented, 
purchased, or in some situations made by your group, if the 
video equipment is available. If this is done, permission to video- 
tape must be given and the rights of people protected. Observa- 
tion of an actual ministry situation requires sensitivity on every- 
one's part. It is an intrusion into the private lives of others. 
Everything should be done to ensure that each person is re- 
spected and his or her dignity is preserved. 

It is important to have time to discuss what has happened. In 
controlled training situations it would be wise to have twice as 
much time to examine what was observed as the time it took to 
Observe it. In the case of a film or a videotape, it would be a good 
idea to see it, discuss it, and then see it again. When observing 
an actual situation in ministry such as a visit, an interview, or 
a meeting, time will have to be arranged to explore the pros and 
cons of the event as soon as possible. 

The persons who are being trained should be given questions 
in advance which will be explored after the observation. They 
should be asked to define the issues or problems they observed, 
state what options were available, give their evaluation of the 
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strengths and weaknesses of the person they observed, and tell 
what the next steps should be. 

A training program is not complete until it includes actual 
experience in the ministry. Role-playing is an excellent way to 
begin. Those in charge of the training design should write out 
roles for the laity to play. It is helpful to have a group of three 
persons participate in a role play. For example, you have de- 
signed a service ministry to help academically underachieving 
students learn about computers. The school principal is skepti- 
cal of the church’s ability to do this over an extended period or 
do it well. One person can role-play the principal, another the 
representative from the church's ministry, and the third can 
Observe. After the role-playing each person can share thoughts 
about the encounter, what was considered helpful, and what 
should be changed. It's a good idea for each person to have a 
turn in the role of the one serving, being served, and observing. 

These role-playing sessions will be long remembered. If the 
church can videotape them, the persons in training will be able 
to observe themselves. This is an unforgettable learning experi- 
ence. It would be important for the participants to take time to 
discuss these videotaped sessions after they see them. There are 
times when making an audiotape would be best. If the training 
program is for people who would be on crisis hotline telephones, 
the audiotape would provide excellent feedback for what is 
essentially an audio ministry. 

A strong training program will move to actual experience 
before it concludes. The early stages of ministry and the last 
stages of training overlap. Ways will be needed to give laity an 
opportunity to begin doing the ministry under some form of 
supervision. It may mean that the volunteer's first assignments 
will be with an experienced person, but now it is the volunteer 
who is the actor and his or her actions are observed. It may not 
always be possible to have someone with the volunteer. Then 
those who are new need to share what they did in some detail 
with others, and evaluate the experience. Finally, there will 
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always be a need to have'experienced people available to re- 
spond to unique situations. 

This training process may seem slow and time-consuming, 
but the time must be taken. To abbreviate the practice training 
phase of a ministry is counterproductive. 


Regular Feedback and Evaluation 


Training will be needed as long as the ministry exists. To 
decide what training should be provided will require you to look 
at the laity in the ministry. Some will be excellent at providing 
direct services. They will be good at it and will want to stay at 
that job in the ministry. Others will be better at organizing and 
managing volunteers. They should, if willing, consider moving 
into these responsibilities. You will also see that some laity will 
need to be moved into new assignments. All will need different 
kinds of training. | 

There will always be new problems, situations, and develop- 
ments that require in-service training. It may be to give informa- 
tion on a new procedure in the city's employment program or 
it may be the need to develop new skills in order to lobby for 
legislation to clean up chemical dumps threatening the commu- 
nity. Once in a while these changes will come from a time of 
evaluating the ministry. A concern for feeding the hungry of the 
world may move from sending money to a relief program to 
pressing members of Congress to change laws that restrict peo- 
ple in poor countries from earning a living. The new assignment 
will require new skills. That means training will be needed. 

In-service training can help you discover what is taking place 
in the ministry. You will obtain feedback on the ministry that 
keeps you in touch. The continuing training sessions will also 
help permit you to rekindle the original spirit of the ministry. 
These in-service training events help you check whether a per- 
son ought to continue in the ministry. 

You need to find ways to help people feel they are part of a 
ministry which is larger than their individual efforts. You 
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should hold regular meetings to bring all people serving in a 
ministry together. These times together serve to affirm those in 
the ministry. They can be designed around training needs and 
issues that the laity request or that you believe are needed. “You 
are not forgotten" is the primary message of these gatherings. 

In-service training is one way to review the basics, restate the 
fundamentals, look at places where the ministry is not func- 
tional, review the routine procedures which people are always 
forgetting, and seek suggestions on how to improve the ministry. 
It is also a time to share triumphs and defeats, and to remember 
your commitments to be involved in this ministry. These are 
spiritual way stations. They may provide a time for rededica- 
tion. 

In some cases you may do this in one-to-one conversations. 
At other times there will be informal small groups and discus- 
sions. Bringing in an outside resource person will be another 
way to bring people together for this. All of these methods can 
be used and should be used. These training opportunities are a 
necessity, not a luxury. 

One question on the minds of the laity is, *How am I doing?" 
Sometimes it is asked another way, “How is the ministry 
doing?" These questions recognize that a person's growth re- 
quires evaluation feedback. This will not happen automatically. 
Times will have to be set, you will have to prepare and then 
make sure the meeting takes place. It will not be necessary for 
you to do this with everyone. Some laity can do this for one 
another. You need to remember that this feedback is important 
to them. 

When you meet with the laity you can ask them where they 
think they have been effective and where they would like to 
improve. You can give your observations from the perspective 
of the whole ministry. Holding these conversations is what 
counts. It helps the laity, and provides information to you from 
the perspective of those serving in the ministry. It provides clues 
that can make the ministry more effective and efficient. 

Reviewing the ministry annually and at special times is im- 
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portant. It can combine statistical data and informal conversa- 
tions with providers and users of the ministry. You need to agree 
with the laity on what will be evaluated, how it will be done, and 
who will do it. The role of evaluation is to improve ministry by 
creating a climate that supports self-examination. What is being 
sought is to encourage a flow of information and suggestions 
which will help to improve the ministry. No suggestion should 
be considered unimportant. All are significant to those who 
make them. They may prove to be valuable to the ministry, too. 

At times someone from outside the church should evaluate 
the ministry. It could be an experienced layperson or a denomi- 
national resource person. There will be compromises between 
what you desire and what can be afforded. An in-depth review - 
should be considered every three to five years or when the 
ministry is confronting unique problems or opportunities. Then 
outside evaluators are especially helpful. 

Evaluation usually is neglected because of the urgency of 
needs that have to be met. Everyone is too busy. You may have 
to be the advocate for evaluation to ensure that the ministry is 
not only busy but effective. 

It is impossible to help laity help others without giving re- 
cruitment and training a high priority. It takes time. It will, for 
example, be difficult to develop effective introductory training 
programs with less than six to twelve sessions. To plan for 
ongoing training sessions every three months will take more 
time. When you calculate the time this will take, only the impor- 
tance of the goals of helping laity help others justifies this invest- 
ment. But if you do it, the day will come when you will experi- 
ence the joy of discovering that more is being done and done 
well than you could ever do alone. 


J 


Organizing to Support 
Lay Ministry 


Any activity that needs the cooperation of at least two per- 
sons will require some organization. As the number of persons, 
size of tasks, and range of a ministry grow, so will the need for 
good organization. 

The challenge you face is how to keep the organization as lean 
and simple as possible. Even your best efforts to do this will 
usually end up with more organization than you would like. 

The reason for exploring the question of systems and struc- 
ture is longevity. An effective ministry will need systems and 
structures that are not dependent upon any one person. 


Creating Routines to Facilitate Ministry 


When a ministry of the laity begins, it will be anything but 
routine. Lack of experience and new tasks confront you and the 
laity. Expect to go through some turmoil. This need not be a 
permanent state of affairs, but the job will not order or organize 
itself automatically. 

You must press continually to answer two questions. The first 
is, ““Will we have to do this task again?” If the answer to this 
question is no, then the task should be completed and nothing 
more done. If the answer is maybe or yes, it is important to ask 
before, during, and after completion if it is possible to simplify 
or streamline it. Once streamlined, it will take less time and 
there will be fewer mistakes made. 


88 Helping Laity Help Others 


*What is the time cycle of this task?" is the second question. 
Is it repeated daily, weekly, monthly, or annually? Save copies 
of material, write out observations and evaluations, and think 
about how to conserve effort. This way you can create needed 
routines that are effective and effort efficient. 

In the beginning most procedures and job descriptions will be 
untested. These will need to be revised frequently as experience 
improves your understanding. 

You could encourage this by asking everyone to write his or 
her own job description after six months in a position. Or you 
can discuss the job with the person, revise the description, and 
then have it written down. When a person is leaving a position, 
it would be good to review the job description. A regular proce- 
dure to review job descriptions provides a way to ensure that the 
conception and the reality of the position agree. 

When people are new, and someone has to substitute for 
another person, or you have to step in where no volunteer is 
available, written procedures will help. People resist writing 
down procedures; the reasons and excuses will be numerous and 
will have varying degrees of validity. Therefore, you need to 
identify the few critical procedures for the ministry. Then you 
must see that they are put in writing and shared. Having proce- 
dures in writing will add clarity and will also save time and 
energy. 

After the start of a ministry, the best results will be achieved 
when you arrange for procedures to be discussed periodically 
with those responsible for carrying them out. This can encour- 
age laity to seek ways to make their efforts more efficient and 
stimulate them to find ways to improve the services being offered 
to others. 

Once procedures exist it is important to share them. One 
approach would be to circulate the new procedures in draft 
form, asking for comments and suggestions from those who 
need to know about them and make them work. This may seem 
like a slow way to create procedures, but it is wiser to do this 
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before finalizing them. They should also be in a book that is easy 
to obtain. 

Routines are necessary because the high energy available in 
the initial stages of a ministry will not be available indefinitely. 
You will always be looking for ways to reduce the time and 
effort required. You are not trying to mass-produce impersonal 
services to people in need; you are trying to see that more people 
will be helped and helped more. 

One routine that will enhance the ministry is to establish 
rituals of celebration and affirmation of the ministry. Annual 
meetings, for example, can bring together all those related to the 
ministry to celebrate the achievements of the past year. The 
more people that can be involved, the better. They all benefit 
from visible signs that show they do not labor alone. An annual 
dinner meeting is an excellent way to achieve this. 

Another way to do this is with a newsletter. This may be a 
way in which people with public relations and writing skills can 
serve the ministry. A newsletter can facilitate communication, 
give encouragement, provide an identity for the ministry, and 
help everyone “own” the ministry’s accomplishments. 

An extremely valuable routine that would bring the leader- 
ship of the ministry together is that of an annual retreat of two 
or three days to plan the next three years of the ministry. The 
opportunity to share in a relaxed informal setting will 
strengthen relationships, create a sense of being a team, and 
provide a way to think about the ministry's future. For example, 
one ministry had grown over several years by developing dis- 
tinct new programs, all of which were housed in separate facili- 
ties. At the annual planning retreat it was decided that the 
community could be served more effectively if the staff were in 
one centrally located building. It would promote cooperation 
and diminish competition. Because the annual planning retreat 
had focused attention on the future, a building was purchased 
and staff effectiveness was enhanced. 

Opportunities to celebrate in worship a ministry's achieve- 
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ments and service while at the same time providing a way for 
those in it to recommit themselves to the ministry are essential 
to its survival. It will enable the laity to become spiritually 
refreshed and renewed for the ministry of helping others. You 
should not assume this need will be met without giving attention 
to it. This, too, must be planned if it is to become a part of the 
routine of the congregation's life. 


Creating Support Systems and Systems That Support 


Ministry to others usually starts on a high note. It is a combi- 
nation of a new commitment, a zeal to help, and a touch of. 
inexperience. It is almost inevitable that people will experience 
a letdown at some point. It is one of those passages which 
laypeople in the ministry have to go through. Wisdom dictates 
that you be on the alert for this period. The only unknown is 
when it will come. 

It is impossible to escape the problems of working with peo- 
ple. Results for those you serve seldom seem to come fast 
enough or to be good enough. It is almost impossible for the 
recipients to live up to all of your expectations. Those who 
receive help are not always gracious or grateful. Imperfect re- 
sults combined with a lack of appreciation creates frustration 
and anger in the laity offering their service. Laity may experi- 
ence a conflict between their former sense of exhilaration and 
their present feelings of resentment. Of course, this is not ex- 
perienced universally. It will be the experience of only some. 

At first, the laypeople may conceal this from you. It is safe 
to assume these feelings are present and to communicate that 
these experiences and feelings do not invalidate our ministry, but 
can contribute to our maturation. These feelings can be touched 
upon in your comments, prayers, and worship. In informal 
contacts with the laity it will be possible to ask, “Is anything 
frustrating you in our lay service ministry?" This question gives 
permission to the layperson to share his or her frustrations. 
By listening carefully you will be affirming the layperson and 
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communicating that disappointment does not mean failure. You 
also may discover that the problem which is frustrating the laity 
requires your attention and can be corrected. 

There are times when it is necessary for laypersons to get 
things off their chest. If you recognize this, you will not rush to 
the defense of the ministry, intervening too quickly and possibly 
short-circuiting this process. Rather, it will be seen as a way to 
increase the ability of the laity to cope with the times of discour- 
agement while ministering to others. Usually after they have let 
off steam they will talk themselves back into the ministry. 

By bringing laypeople together in groups on any aspect of the 
ministry, you are putting a support system in place so you do not 
have to be the sole provider of support. The hope is to build a 
network of support among the laity as well as to strengthen 
those which already exist. What you are doing is taking advan- 
tage of one of the greatest assets available for supporting people 
in a lay ministry—using the rituals and relationships already in 
the life of the church: resources of faith that can heal and 
empower. 

You, too, need support systems to help you. Sharing with 
other clergy engaged in similar ministries can give you perspec- 
tive on your situation. To know that you are not alone may not 
solve a problem, but it can make it more tolerable. 

In almost every setting you will find laity with experience, 
wisdom, and spiritual maturity who can help and who will keep 
your confidence. They are the ones who “weep when we weep” 
and *rejoice when we rejoice.” They are your lay support sys- 
tem, and you should rely on them 

You will discover that the task of support is a two-way street. 
The stories and faith of the laity will inspire and encourage you. 
When you seek to help laity help others, you will find those in 
need who by some strange irony do the appropriate deed and 
say the right word that touches your wounds and heals them. 
At those times you will discover the supreme gift of support for 
your ministry to others—the experience of having received more 
than you have given. Knowing this and experiencing this means 
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that from time to time you will need contact with those served, 
not because they need you but because you need them. 


Integrating Laity Into the Ministry After It Begins 


Plans will have to be made to enable laity to enter the ministry 
to others after it is under way. New participants will start at 
irregular intervals. New positions will be created because of 
need or growth. 

You will need to encourage thoughtful consideration of 
ways to train people coming into the ministry. If every train- 
ing session has been evaluated, you will know what has to be 
included in a new training program. Using laypeople involved 
in the ministry as trainers not only will make their experience 
available to the ministry but will help to build relationships 
between the generations of laity who serve in the ministry. 
With that concern in mind, expand your selection of resource 
people to include those whom it is important for new volun- 
teers to get to know, as well as those who have knowledge and 
skills to impart. 

There is no one way to train volunteers. The method you 
choose will depend on many factors and vary from case to 
case. The concerns that you will address are: When will the 
training be needed? Who will offer it? What will the new lay 
volunteer need to know? If the person is being trained for a 
position that only one person fills, such as head of a volunteer 
service to help widows know the benefits they are entitled to 
under Social Security, you or the person who is to be replaced 
can do the training at any time. Should there be several persons 
assuming a responsibility at the same time, like the ministry of 
a cooperative rural parish to establish a network of 4-H Clubs 
in a rural county, it will be possible to hold formal training 
sessions for all of them on a regular basis. This does not mean 
you will do all the training. It does mean you will see that it 
is done. 
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There will be a constant need to identify, cultivate, recruit, 
and develop lay leadership. Since leadership will turn over, you 
need to be sure that new members joining the church have 
information about the ministry and are given an opportunity to 
indicate an interest in being a part of it. They will also need to 
be asked to provide information for the talent bank so their skills 
can be tapped when needed. Some people will say they can help 
in six months or only the next year. You will need to contact 
these laity again at those times. 

As you go about your duties the needs of the ministry will be 
on your mind; the search habit will become for you a way of 
thinking about ministry. The thought will always be in your 
mind, *Is there a way this person's need and the ministry's 
needs can be brought together to benefit both?" 

Every year you should review the laity in the ministry. “Does 
this person need more training, a change of assignments? Will 
the gifts of these laypersons be better used in another way? 
Could they experience personal growth if given greater respon- 
sibilities? Do they need some time off, or should they leave the 
ministry?" Doing this will reduce the number of crises you have 
to handle because you anticipate them. 

Worship presents an opportunity to integrate new people into 
the ministry through a commissioning service. There may be a 
regular time in the year when this is appropriate. For example, 
every fall the ministry of a congregation to third world countries 
may create an annual task force to research the needs in one 
country in order to determine what the congregation's Lenten 
mission project will be. The laypersons who have accepted this 
year's responsibility can be recognized in the service of worship. 
In other ministries, where turnover is irregular or small, it may 
be best to have the commissioning when it is needed. 

Handwritten notes from you expressing appreciation to the 
laity help. These notes can be sent when a person begins or does 
something special; or they can be sent annually. They need not 
be lengthy. For example, you could write: 
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I want you to know how much I appreciate your contribu- 
tion to our congregation's ministry with the refugee fami- 
lies we are helping. Many thanks. 


When a ministry begins, the importance of keeping a record 
of its history may not be evident. Eventually this will have to be 
done; new people joining the ministry at a later time will need 
to know the story. It would be wise to ask someone to keep the 
record of the ministry. This will ensure that the records will be 
there when the story needs to be told. 

Reproducing articles that appear about the congregation's 
ministry will make excellent handouts. It may be possible to do a 
radio or television program based on the ministry. If one is taped 
for later program use, most stations will be willing to make copies 
available for the church's use at a nominal cost. If there are 
members of the church who have skills in photography, they can 
be asked to take pictures ofthe ministry for use on bulletin boards 
and in publications, or for the record. All of these media materi- 
als can serve to inform and promote the ministry and can affirm 
the ministry as a way by which some laypeople are fulfilling their 
commitment to love God and their neighbor. 


Laity Who Should Not Be in a Lay Ministry to Others 


Of all the problems you will have to cope with in a lay 
ministry, none seems as difficult as handling the layperson who 
should not join the ministry or the one who is in the ministry 
but ought to leave. When these situations arise, you will become 
directly involved. This may range from being a consultant to 
playing a more direct role. Not many people, pastors or lay, feel 
comfortable handling this, and if the assignment can be passed 
on or avoided, that will happen. Since you have no one else to 
whom to pass the problem, it will stop with you. 

You must be sensitive to the individual who will have to cope 
with feelings of failure and rejection. In the case of a lay ministry 
to others, you cannot only be the counselor to the person 
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involved; you also have to consider the people the ministry is 
seeking to serve. This consideration is not as evident, but it is 
nonetheless very real. It is not pleasant to have to make a choice 
between those serving and those being served. That is why these 
situations are not easy to face or to handle. 

To respond too quickly when this situation arises is not wise. 
You should not begin by blaming the layperson. The pastoral 
issue is not to assign fault but to serve the people involved. Ask 
once again, what are this person's gifts and strengths? Is there 
a place where he or she can be used effectively in this ministry 
in order to remain a part of it? The prcblem may be with 
interpersonal relations. Perhaps this person works better alone 
and with math, and could help with the record-keeping or ac- 
counting side of the ministry. Is it possible to create a new 
position that could serve the ministry and use the abilities of the 
person? If these approaches are not productive, you can con- 
sider positions in the other ministries of the congregation. This 
may provide a way to meet the needs of all. After these options 
have been explored, it is time to talk to the person who should 
be guided away from the service ministry. 

There is no way to predict how such a discussion will turn 
out. It is a good idea to begin by asking the layperson how he 
or she feels about the ministry involved. Sometimes, the layper- 
son may already sense that things are not working out. Perhaps 
he or she has been afraid of letting down the ministry, the 
church, or you. When this is the response to your question, you 
will feel a sense of relief and move on to helping that person 
work through personal feelings and discover a constructive al- 
ternative for Christian service. 

Not every situation will work out this well. People may not 
realize that their gifts are not appropriate. They may think they 
are productive and refuse to hear what you are saying. Some- 
times only after you have patiently heard out their anger will it 
be possible for you to help them find a constructive solution. The 
deficiency might be corrected by training, support, or new 
procedures in the ministry. Certainly these options are worth 
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exploring. If any are selected, it will be important for you to 
have an agreement in advance as to what level of performance 
would be acceptable and how all would know it had been at- 
tained in order to continue or to begin the ministry. While you 
should be open to these options, care must be taken not to move 
to them too quickly so that they become an “easy out” to escape 
the more difficult alternative. 

There will be times when there are no options that will permit 
these laity to be in the ministry or continue in it. They may 
accept this and gracefully resign, with their relationships with 
you and the church still in place. Or they may refuse to resign 
and to accept another position that would help them preserve 
their self-esteem. When you confront this situation, there is no 
choice but to ask them to step aside. This is always a difficult 
affair. In spite of all you do to respond with sensitivity to them, 
the discussion can end very unsatisfactorily. With firmness you 
can indicate that they take a few days to think over the options 
and other ways to serve the church. Of course, the possibility 
of a graceful resignation is never withdrawn. This will be one 
time you feel uncomfortable with all alternatives. Under these 
circumstances you should, once more, be careful not to blame 
them; it will be a more accurate assessment to say that the 
ministry failed to place people in the right position. 

If a layperson is not accepted or is removed, there will be 
negative repercussions; the ministry and the church could even 
suffer some temporary losses. When subjected to unfair criti- 
cism, you may not be able to respond because of a sensitivity for 
the person who was asked to resign. This is not what you 
bargained for when the vision of the laity serving the needs of 
others first came—it may be an inescapable consequence of that 
commitment. 


No System or Structure Lasts Forever 


In the midst of change you still try to carry out a ministry 
to others as though many things stay the same. This has one 
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benefit. It encourages the creation of the structures that are 
needed to provide stability and longevity to a ministry. But from 
time to time your assumptions will have to be re-examined. This 
does not invalidate the ministry as much as test whether it can 
survive to carry out its original purpose to help others. 

Therefore, it is always helpful to ask periodically, “What is 
different now from when the ministry was started or when it was 
last changed?" It is always good to ask this question every two 
or three years to ascertain whether the needs, the people, the 
resources, or the circumstances have changed. For example, a 
ministry at one time served an inner-city neighborhood by re- 
cruiting teachers to come and serve in the local schools. A few 
years after this ministry began, the teacher shortage disappeared 
and the ministry was no longer needed. However, the houses 
that were purchased to serve that program were now available 
to meet the rental housing needs of the neighborhood. The 
ministry to the community continued because it changed to 
meet the new situation. 

Peter Drucker encourages all institutions and managers to 
ask a question that would be helpful to you. “If you were not 
doing this today, would you start it?" If the answer is positive, 
then it is appropriate to continue. If the answer is negative, then 
Drucker says there is only one option—to stop doing it as 
quickly as you can with the least disruption. The value of this 
question is that it helps you to know where to focus your atten- 
tion on things that need to be changed. 

Another way to examine these issues is to ask four questions. 
The first is, “What is effective in your ministry and what needs 
to be affirmed and continued?" The purpose of the question is 
very pragmatic; if something is working effectively, you do not 
want to disrupt it. This question also helps to create a positive 
climate for the subsequent questions. It will help to give balance 
to some of the negative answers that will come in response to 
other questions. 

“What is valuable in the ministry and the way you do it, but 
which, if modified, would enhance the quality of your service?" 
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is the second question. The third question seeks to identify what 
is missing in the ministry, “What would be helpful to do that you 
are not doing?" The last question, and it should always be the 
last, is, “What is not effective and should be discontinued?" 
These questions help the persons in the ministry to have a way 
to engage in a critical, rather than a destructive, evaluative 
process of the ministry's systems and structures. These ques- 
tions will require the use of methods that have been examined 
in a previous discussion of evaluation (see Chapter 5). Once 
there are answers to these questions, they will have to become 
items on the agenda for the ministry. 

By having a system of evaluation in place to examine the 


structures and systems of a ministry to others, a ministry can - 


avoid moving from crisis to crisis. This will help you to run the 
ministry rather than having the ministry run you. Because of 
these periodic explorations, it will be possible to intervene in a 
timely fashion, check the accuracy of your assumptions, and 
learn quickly so you can integrate what you have learned into 
the routines of the ministry. All of this affirms the thesis that 
evaluation is important, even if it is difficult to put or keep it on 
the agenda of the ministry. It provides you and the laity with 
the information you need to keep the ministry vital as it serves. 

The issue is not whether to have or not to have an organiza- 
tion, but whether your organization enables the ministry to be 
effective. An organization is at best a good tool. Therefore, when 
you pay attention to organizational questions, the primary con- 
cern remains that of helping laity help others. When it becomes 
clear that it is not doing that, it has no special sanction that 
would prevent you from changing it. 


8 


Paying for 
the Ministry 


Every ministry will cost something. At some point you will 
ask the question, “How are we going to pay for this ministry?" 
The answer given may well determine whether the ministry 
begins, grows, or continues. This concern will always be with 
you, demanding frequent attention. 

Some ministries will require very little money, while others 
may require a great deal. Usually the difference is in hidden 
costs. There is the cost of time, facilities, and equipment even 
if they are donated. You need to inquire of these donated re- 
sources, “Would it be wiser to use this time or resource for 
another need?" It is always a question of good stewardship of 
resources. 

This chapter, however, is limited to one resource: money. 


Why Should People Give? 


The most competitive sector of our society is the quest for 
the charitable dollar. Laity, organizations, denominations, cor- 
porations, and foundations all receive endless requests for 
funds to meet important needs. People ask before they give, 
*Why should I select one request over another for my gift?" 
Therefore, you are faced with the reality that even an appeal 
limited to your own church members faces strong competition. 
There will be other worthy needs that are being urged on the 
members of the congregation that merit their support This is 
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what you are up against when you ask for money. 

Those who would support your ministry to others will want 
to know why this ministry is important to people. As a rule they 
are not impressed with statistics of need or service as much as 
they are interested in seeing how individuals would be helped 
by your ministry. They want to know not only that you want 
to serve people but how your ministry is going to do it. They 
want to apply their limited resources wisely and where they will 
do the most good. 

The need to state a case for your ministry to others gives you 
the opportunity to bring needs to people's attention, show them 
effective ways to help, and demonstrate that their support is 
crucial. Your best appeals will focus on helping people. You 
may state, for example, that there are many people without 
adequate housing and then back it up with the facts, but you will 
also want to share the story of how one or two families were 
helped to find adequate housing through your congregation's 
ministry. 

You must take time to write a concise statement that spells 
out why your ministry is significant; three double-spaced typed 
pages should be long enough. You should assume the person 
being approached has little awareness of the need, and you 
should answer the why, what, how, when, and where questions 
about the ministry. Facts and specific examples should be used. 
For instance, two hundred people are looking for work in your 
community. The story of how the church's ministry enabled a 
person to find employment should be included as an example of 
what can be done to meet the needs of many. You should state 
how much money is needed, when it is needed, and what it will 
enable the ministry to do for people. Regardless of who writes 
the first draft, it is important that three to five persons read and 
review it to ensure that it is clear. 

The importance of the statement is apparent when you ask, 
“How can I share this need with those we want to ask to make 
a contribution?" Having a short statement on the ministry to 
others will enable you to prepare specific presentations for 
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potential supporters. When contact is made with potential do- 
nors by mail or in person, they can be provided with a written 
statement about the ministry. Whether it is printed, mimeo- 
graphed, or individually typed is a practical question that has 
to be answered in each case. This will depend on how much 
money the ministry has, the amount needed to be raised, and 
an intuition of how the person being asked will respond. 
Whatever the decision, the material should always be neat, 
tasteful, and accurate. It should reflect well on the ministry 
that is being commended. 

Descriptive brochures should be created. They can be 
mimeographed or printed. There should be a supply of them 
in the church and they need to be revised every year or two in 
order to be up to date and have a fresh appearance. They 
should always contain information about how the ministry can 
be supported. This would include requests for financial sup- 
port, how checks are to be made out, and to whom they 
should be given. 

The story of a lay service ministry needs to be told in many 
ways. You and laypersons can share the story with groups and 
individuals inside and outside the congregation. Someone may 
be skilled with cameras and can create photographs or slides 
with which you can share the story of the ministry. If you have 
access to cassette or videotapes, these can be very effective; 
however, they need to be of good technical quality or they could 
detract from the message. The need to tell the story provides a 
way that some people can help through their gifts of writing, art, 
and technical skills. If you can involve laity in telling the story, 
they will discover the meaning of the ministry, improve the way 
the story is told, and become the storytellers in many informal 
contacts in the church and community. 

You benefit from sharing the story of how the laity are help- 
ing others. It helps clarify the unique and exciting contribution 
of your ministry for serving people, and reinforces your people's 
commitment to it. 
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Who Could Consider a Gift? 


Raising money to help laity help others requires you to iden- 
tify where and from whom funds could come. Broad general 
appeals, which have a place in any fund-raising effort, will not 
be sufficient. 

The best prospects for gifts are individuals. Over 90 percent 
of giving to charitable causes comes from individuals. The major 
recipient is the religious sector of our society. Most gifts will 
come from individuals in the church. 

You should not assume that, even when the church budget is 
difficult to meet, money is not available from members for help- 
ing the laity help others. In fact, those most likely to respond 
will often be the more generous supporters of the church budget; 
you know who these people are. Some pastors choose, for per- 
sonal or pastoral reasons, not to know what people give. Even 
if you take that approach, you will have a feel for who they are. 

There are two questions to ask when individuals are being 
identified as potential donors: ““Who is committed to this type of 
ministry?" and “Who could consider a gift to support it?" You 
can meet with a few leaders from the congregation and review the 
church membership from the perspective of these questions; the 
church members thus identified are primary prospects. They will 
be receptive to an appeal because it is their church's ministry, 
they know about it, and can see how their gifts help others. Not 
all who will be asked will support the ministry, but there will also 
be a few surprises of unexpected gifts. 

The local church budget is always a potential source of funds. 
As a church program the ministry has a claim on the congrega- 
tion’s resources. You will need to give the program support in 
the church’s budget decision process. When a ministry is in- 
cluded in the annual budget it is validated, and this can provide 
the financial foundation for the ministry. It is also a way for all 
members to have a part in the ministry through their regular 
giving. 
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You should not assume that local church budget support will 
be automatic. The congregation should be viewed as a donor, 
and all the work you would do to raise funds outside the local 
church you should do for the congregation. 

Most churches will not be able to budget all the money needed 
for a ministry. Here you and your lay committee will have to 
make a judgment. Is it better to seek budget support or authori- 
zation to ask for support from members, or some combination 
of both? As a rule it would be best to seek budget support and 
permission to make appeals to individual members. 

Some ministries will be able to obtain support from founda- 
tions and corporations. The key criteria for this support will 
usually be that the ministry is in the geographical area served 
by them and that it is a service offered to all people rather than 
to a sectarian church program. There may be, of course, some 
foundations that are exceptions. 

How can these be identified? In terms of corporations, a visit 
to the United Way or the Chamber of Commerce is the best way. 
Larger corporations have a staff that handles corporate gifts; 
they are usually willing to learn about ministry projects that 
help others. If they can support the project, they will ask for a 
proposal. It will not need to be long, but must include a detailed 
budget of income and expenses. Some corporations will be able 
to provide the time of staff, equipment no longer needed, or 
products at a reduced price or as a gift. If help is not available, 
continue to make periodic contacts. Next year they may be 
concerned about the needs your ministry is meeting. 

Large community foundations will be well known, small ones 
may not be. The best sources of information are your local 
librarian, the United Way staff, or the development office of a 
hospital or nearby church college. They have current research 
publications that list foundations by state, giving the names of 
people to contact, the foundation's interests and geographical 
service area, and a few typical grants awarded. Foundations 
follow these guidelines. Usually, they want short proposals, 
limit their support to one to three years, and want to know how 
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the project will be supported when the grant ends. 

There are times when the congregation's denomination has 
some special funds for helping ministries. These will be small 
grants for a limited number of years. They should be used for 
short-term or one-time needs. Here you can contact denomina- 
tional staff on the local, state, regional, or national level. 

Government agencies are also possible sources of funds. Con- 
versations with elected, appointed, and civil service officials 
would be the way to begin looking for grants. Other pastors who 
have developed similar ministries can often guide and direct you 
to possible funding sources. Government agencies often require 
extensive documentation and are very slow in response and 
payment; they are also highly political. The proposal will still - 
have to stand on its own merits. 

All of these sources have some advantages and drawbacks. 
You will have to decide whether it is best to accept the funds 
under the conditions stipulated. There will be times when you 
will not seek or accept funds because the terms would restrict 
the ministry's freedom. 


Someone Must Ask for a Gift 


There is less hesitation in asking for help from a foundation, 
corporation, government agency, or denominational program 
than from an individual. In each of these cases, an individual is 
not being asked to give his or her own money. However, when 
it is a question of asking individuals to give, most people do not 
like to ask other people for money. 

Why are people reluctant to ask? Three reasons stand out. 
First, many people feel they are invading another's privacy. 
Second, they have had enough experience with “hard sell" ap- 
proaches associated with fund-raising and that makes them feel 
uncomfortable. Third, they do not want someone to tell them 
no, because they will feel rejected or that they have failed, or 
both. These obstacles affect you and your laity. . 

Whoever is going to ask for a gift will have to come to terms 
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with these feelings in order to be able to ask for a gift. You may 
have to work through these concerns personally before you can 
be supportive of laity who will do this. Experience suggests it 
can be done. 

A gift to support a ministry to others offers people a way to serve 
Christ and the neighbor in need. The intangible benefits of giving 
more than offset the financial cost. If they do not, the gift will 
not be made. Your church's ministry offers an assurance that 
the people the donor wants to help will be helped. It provides 
a way for them to act on their faith. When you ask someone to 
give, you help them help others. 

You tell the story of the need, but the donor decides if he or 
she will support the appeal. How people respond is their own 
responsibility, not yours. It takes three to five prospects for 
every gift. Probably more will say no, but every yes makes it 
worthwhile to ask over and over. You will discover that hearing 
no does not damage relationships or undermine anyone's self- 
esteem. 

Many small gifts, which should be sought, will come in re- 
sponse to mass mailings, bulletin announcements, and general 
appeals. The preferred approach is to have the direct appeal 
made by the laity themselves, with strong support from you. 

For larger gifts, the contact must be personal. The ap- 
proaches, in order of effectiveness, are a personal call, a tele- 
phone call, and a personal letter. The latter two should be used 
only if the personal call cannot possibly be made. You may 
make the call alone or with a layperson. Sometimes laity will be 
able to make the call. It needs to be carefully planned. If you 
are seeking a very large gift, more than one call may be neces- 
sary. It may require a call to explain the ministry, a time to 
arrange for the person to see the ministry, and an effort to find 
a way for the donor to be involved in the ministry. The cultiva- 
tion of a large gift requires the same care that is given to those 
the ministry is seeking to serve. It is a ministry to donors. 

Someone must ask for the gift! For you to call and ask may 
give the layperson a chance to share things in confidence that 
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would not be shared with other laity. You may be asking for a 
gift, but it is still a pastoral call. You may feel that a pastor 
should not ask for any gifts, because the layperson will feel 
under pressure. This probably reveals more about you than the 
layperson's perception of the call. However, I would urge you 
to make the call. You are not taking from people, but giving 
them a way to be a part of the church's ministry. 

There will be times when a layperson is the best person to ask 
for the gift. Long-standing relationships, trust, and experience 
may dictate that the assignment be given to a layperson. 

When laity decide to give money to help others, they are 
putting their faith to work. The gifts that will support and 
sustain a ministry come from love and care for God and others. 
To ask for those gifts will bring joy to those who ask, to those 
who give, and to those who receive. 


How Can People Give? 


It is not possible to go into detail about each way to make a 
gift, but you should be aware of these options and then ask 
accountants, lawyers, bank trust officers, insurance underwrit- 
ers, and development officers of nonprofit institutions for help 
in understanding and explaining them. 

The most common gift is a cash gift or a cash pledge, which 
may be made over a period of time. It is possible to ask for cash 
gifts through special appeals, or periodically to invite people to 
make a gift of a definite amount for special needs. For instance, 
one church has a 5-10 program for ministry to others. Many 
members agree to respond with at least $10 to not more than 
five appeals for funds every year. Each appeal has a specific need 
to help others. Over a few years this program has raised several 
thousand dollars to help others. Another way to make a cash 
gift is with credit cards, VISA or MasterCard. Someone at a 
local bank could help you see if this is feasible for you. If there 
is a decision to go ahead, it will take two or three years for 
people to get accustomed to using this method. 
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One way to give a gift is to give an appreciated asset. This may 
be in the form of stocks, bonds, or property. This gift should be 
given directly to the church and the church should sell it. The 
donor does not pay any capital gains tax and obtains a charitable 
deduction at the current value of the asset. For example, Mrs. 
Brown bought one hundred shares of XYZ stock ten years ago 
at $25 a share. Today she gives it to the church to help others. 
It now sells for $100 a share. Mrs. Brown makes a gift of $10,000 
and gets a tax deduction of $10,000. She pays no tax on the 
$7,500 the stock has appreciated. A word of caution should be 
made here. If the asset has lost value, the donor should sell it 
and then give the cash. This is not as complicated as it sounds. 
Accountants or stock brokers who regularly do this can and 
should explain this to you and the donor before a gift is made. 
The best time to ask for this kind of gift is before the end of the 
calendar year, when people are considering their year-end tax 
situation. 

Another way to give that has appeal for older persons who 
want to make a gift yet still need income is a gift annuity or a 
charitable trust. Such a gift can be larger than a cash gift. The 
church, however, may get only 50 percent of the gift if the 
money is needed immediately. To do this it is necessary to ask 
an insurance company to write an annuity policy in which the 
church pays the premium from the gift and then uses the bal- 
ance for its ministry. Otherwise, the church will have to wait 
until the death of the donor to receive the funds. Because these 
gifts are irrevocable, those who give receive income for life and 
obtain a charitable tax deduction that can be used immediately. 
The income from an annuity is based on age. With a trust the 
income is based on a return agreed upon in advance between the 
donor and the church. It must be at least 5 percent. Donors need 
to know that if they should need the money they gave, it would 
not be available because of IRS regulations. Many denomina- 
tions have programs that would enable laity to create annuities 
or trusts and name the church's ministry to others as the benefi- 
ciary. 
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A ministry to others can also be supported through wills. This 
may be the way a layperson can make his or her largest gift. 
These gifts can create endowments that will provide funds for 
the long-term support of a ministry. It is important to give 
information regularly about placing the church in one's will. A 
news item in the bulletin or church newsletter when the church 
receives a bequest is an excellent time to share this possibility, 
or run a line from time to time in the bulletin: *Remember the 
ministry of the church in your will." You need to help people 
word their bequest so that a congregation is not locked into a 
program that may not be needed in twenty-five or fifty years. 

Remember that many people want to help others, but their 
circumstances vary. They need to know that there are several: 
ways to give. There is a way that is appropriate to each layper- 
son's circumstances. 

Because many people want to be responsible stewards of their 
financial resources at all times in their lives, they will appreciate 
these options for expressing their faith through their gifts. Since 
information on these various ways to help others may not be 
known, you will be supporting the entire ministry of your 
church when you share this information. 


Recognition and Use of Gifts 


The most overlooked way to obtain funds for a ministry to help 
others is by thanking donors for their gifts. Giving may be one 
of the responsibilities of good stewardship, but this does not 
mean the donor is required to support your ministry. Either you 
or a layperson related to the service ministry will want to write 
a thank-you letter. It may be necessary to set a dollar gift figure 
to decide whether a standard letter or a more personal thank- 
you letter should be used. That point may be at $25, $50, or 
$100. You should see that there is a policy to provide guidance. 
If the donor wishes the gift to remain anonymous, a handwritten 
letter of appreciation from you is one way to say thank you and 
honor the request. A donor who gives and is properly thanked 
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will often continue to support the lay ministry to others. 

If donors will permit it, gifts can be publicly acknowledged 
even if the size of the gift is not mentioned. This may be done 
when gifts are given as memorials, or done in annual reports 
where donors are recognized along with others who have served 
in the ministry, or when a special gift of extraordinary signifi- 
cance is made, or when a will, annuity, or trust is received. 
Reporting gifts will encourage laity to consider a gift and offer 
suggestions of various ways they can help others. 

It isimportant that proper records be kept of all gifts, and that 
standard accounting procedures be used for all financial matters 
connected with the ministry to others. Accountants and book- 
keepers can help you help others by providing a service to the 
ministry that preserves its integrity and reputation. 

You should not handle these funds, sign checks, or have this 
responsibility handled by fewer than two laypersons. As long as 
you and the laity involved in the ministry protect the donors, 
the users, and the recipients of monies, you will have made an 
important contribution to the financial soundness of the lay 
ministry. 

Every year there should be an independent audit in order to 
protect those who accept the responsibility of managing these 
monies. An audit does not question people who handle money, 
but safeguards their reputations and that of the ministry. 

Not all gifts should, can, or will be accepted. You are not 
required to accept all gifts. At times this may create some prob- 
lems for you, but they will always be fewer than the ones that 
will follow if an unwanted gift is accepted. 

However, once the gift is accepted, the conditions and terms 
of the gift set by the donor must be honored. Gifts are a trust. 
You cannot divert them to other purposes. If a gift creates an 
endowment that restricts its use to the income it earns, the 
principal cannot be used. What this underscores is the impor- 
tance for you, where possible, to discuss these issues with a 
donor before a gift is made to ensure that the donor’s intent to 
help others can be followed now and in the future. This cannot 
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be emphasized enough. A congregation may find itself with 
resources after a few years that it cannot spend because the need 
for which the money was given no longer exists but a service 
ministry to others that is very worthy lacks resources. Funds 
cannot be transferred to other purposes without the donor's 
consent, regardless of the merit of the cause. For most gifts, 
which are immediately used, this is seldom a problem. When 
gifts are for a longer period, these concerns must be addressed. 

All of these financial matters underscore your role in the 
church's responsibility of paying for a ministry to help laity help 
others. It is a way you serve those who want to help and those 


who are helped. The use of resources seeks to respect the needs 


and integrity of all. 

Many laypeople can, want to, and will support financially a 
significant ministry to others in and beyond the local church 
budget. Many of these people will serve in other ways as well 
as by giving money. However, some cannot. They want to bea 
part of a ministry helping others but find that the only way they 
can participate is by giving money. Giving is a way to enable 
them to be in ministry to help others. It also provides some of 
the needed resources so better services can be provided to those 
being served. 

Paying for the ministry to help others is an integral part of 
the ministry. It plays a very critical role because often you are 
limited in what you can do for others by the available financial 
resources. With some imagination, hard work, and a great deal 
of faith, finding these resources need not be an insurmountable 
obstacle. It will require that you give attention to paying for the 
ministry so the laity will have the resources they need to carry 
out their ministry of helping others. 


A Word 


of Encouragement 


I have sought to share a comprehensive picture of what you 
will have to consider and do to help laity help others. When you 
look at it all at once, it can seem overwhelming. My hope is that 
this will not lead you to say, “If this is what it takes, there is 
no way I can do it." It can be done, and you can do it. It is not 
necessary to do everything at once. As with other tasks of 
ministry, you do it a day at a time and go step by step. I believe 
that knowing the issues before you begin will make it manage- 
able. 

As I faced long hours, hard work, and a few frustrating 
problems, it was good to remind myself that you have to walk 
before you can run. Many of our first efforts were considered 
insignificant by others. In time, however, it was these early 
efforts that made it possible to do things we never dreamed of 
when we started. Where you begin is not as important as what 
your beginning makes possible. 

I remember a crucial turning point for me in our ministry to 
help others. I realized one day that I had to decide whether I 
would just help people or help others to help people. The former 
would limit what could be done with my own resources, but the 
latter approach would be limited only by the resources we could 
tap. I chose the latter. I never had reason to question that 
choice. 

The concern that haunted me the most was, “What will hap- 
pen when I am gone?" It seemed to me that no matter what we 
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would be able to accomplish while I was present, the test of my 
leadership would be when I was no longer there. As I write this, 
it has been over six years since I left, but the ministry is still 
serving people. I believe this result validates what I have sug- 
gested to you. 

As the ministry progressed and I moved away from the day- 
to-day direct contact with people being helped, I missed that. 
There were times when the necessary administrative details, 
endless meetings, and tedious negotiations were frustrating. It 
is never the same to hear about how people are helped as it is 
to be involved in helping them. At the same time, I experienced 
a profound joy as I watched those providing the help also grow. 

When I started to help laity help others I wondered whether 
there would be enough laypeople who wanted to express their 
faith this way. There were! I learned that the church has an 
enormous wealth of talent and commitment in its laity which 
most institutions in our society cannot match, much less afford. 

Finally, my life was spiritually enriched and strengthened. I 
discovered that faith is an indispensable resource for being able 
to help others. I was encouraged and helped by the commitment 
of the laypeople and many of those we served. They all gave me 
something I could not have attained by myself. 

I suggest this experience to you because I believe it is true to 
the gospel and to our calling to help laity help others. I cannot 
say to you that it is easy, but I am able to say that it makes a 
difference in people's lives. I invite you to consider it where you 
are. I would encourage you to make a place for this in your 
ministry. I promise that it will not only help those you decide 
to serve but it will also benefit you and your laity. I trust you 
will discover these words in Galatians to be the reality of your 
ministry as you help laity help others. 


Let us not grow weary in well-doing, for in due season we shall 
reap, if we do not lose heart. So then, as we have opportunity, 
let us do good to all. (Gal. 6:9-10) 
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